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The  Honorable  Dianne  Feinstein 
Mayor  of  the  City  of  San  Francisco 
City  Hall 

400  Van  Ness  Avenue 

San  Francisco,  CA  94102 

Dear  Mayor  Feinstein: 

Brophy  &  Associates/Datacom  Systems  Corporation  is  pleased  to  submit 
this  final  report  containing  our  evaluation  of  San  Francisco's 
Traffic  and  Parking  Management  System. 

As  our  study  indicates,  we  believe  that  the  potential  for  strengthening 
the  City's  Traffic  and  Parking  Management  Program  is  outstanding.  An 
efficient,  cost  effective  Parking  system  will  result  in  smoother 
flowing  traffic,  greater  accessibility  to  short-term  parking  and  an 
improved  quality  of  life  in  San  Francisco's  residential  neighborhoods  and 
downtown  business  district.     It  will  also  improve  cost /benefit  ratios 
for  government  operations,  resulting  in  increased  net  revenues  for  the  % 
City  and  County. 

We  appreciate  the  continued  interest  and  assistance  of  your  staff  and  the 
willing  cooperation  of  all  City  agencies  who  participated  in  this 
project.     We  look  forward  to  continuing  work  with  the  City  of  San 
Francisco  in  improving  the  City's  Traffic  and  Parking  Management  system. 
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EXECUTIVE  SUMMARY 


The  City  and  County  of  San  Francisco  commissioned  Datacom 
Systems  Corporation  and  its  parking  and  traffic  management 
consulting  division,  Brophy  &  Associates,  to  perform  a 
comprehensive  evaluation  of  traffic  and  parking  functions  in  the 
City.  In  order  to  evaluate  the  effectiveness  and  efficiency  of 
current  operations,  we  performed  the  following  tasks: 


o        Determined    the  organizational  structure    the  City 
uses  to  manage  traffic  and  parking  functions 

o       Assessed  the  management  of  these  functions 

o        Evaluated  current  operations  and  procedures. 


The  results  of  our  evaluation  were  used  to  develop  a  schedule  of 
low-cost  solutions  designed  to  be  implemented  in  the  unique 
context  of  San  Francisco.  These  recommendations  are  planned  to 
significantly  improve  transportation  and  parking  conditions, 
community  and  public  perceptions,  and  government  operations. 

Our  evaluation  has  identified  an  approach  to  consolidate  the 
City's  traffic  and  parking  management  functions  into  a  single 
responsibility  center.  Our  recommended  improvement  program  will 
increase  the  effectiveness  and  efficiency  of  current  operations 
and  result  in  a  $11  million  net  gain  in  revenue  to  the  City.  The 
proposed  program  improvements  will  easily  pay  for  themselves  in 
the  first  year  resulting  in  no  net  cost  to  the  City.  A  summary^ 
of  our  findings  and  recommendations  follows. 


Study  Context 


San  Francisco  is  a  special  city.  Its  geography,  location 
and  intimate  size  make  it  one  of  the  country's  most  attractive 
and  charming  urban  centers.  To  preserve  its  distinctive 
character  and  quality  of  life,  the  City  has  found  innovative 
solutions  to  challenges  in  land-use  planning  and  transportation 
systems  management. 

Despite  intense  development  in  Downtown,  the  City  has 
managed  this  growth  and  its  impact  through  the  adoption  of 
several  Transportation  System  Management  measures  that  reduce  the 
growth  of  automobile  traffic  into  Downtown.  These  measures 
include : 
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the  adoption  of  a  "transit  first"  policy 

no  major  new  construction  of  highways 

a  major  investment  in  new  transit  capacity 

restriction  of  additional  off-street  parking  spaces  in 
new  office  development. 


The  City's  policy  has  been  successful  in  keeping  peak-period 
congestion  levels  from  increasing  substantially  despite  the 
growth  in  the  number  of  people  travelling  Downtown. 

However,  this  increased  development  has  led  to  additional 
demand  for  short-term  visitor  and  shopper  parking  and  increased 
curb  space  requirements  for  goods  delivery.  The  competition  for 
curb  space  is  illustrated  by  the  growing  problem  of  double 
parking,  overtime  parking,  and  other  illegal  parking,  in  general,  . 
throughout  the  Downtown  area. 

In  the  City's  neighborhoods,  the  auto  ownership  has  resulted 
in  more  competition  for  parking  spaces  in  the  more  densely 
populated  areas.  Certain  neighborhood  shopping  districts  no 
longer  serve  only  the  local  neighborhood  but  now  attract  drivers 
from  throughout  the  City  and  the  region.  This  shift  has  led  more 
people  to  drive  to  these  areas  and  further  increase  the 
competition  for  the  already  limited  parking  supply. 

Our  interviews  with  City  staff  and  business  groups  show  the 
City  of  San  Francisco  to  have  a  complex  internal  structure  with 
no  clear  focal  points  for  traffic  and  parking  issues.  Thirteen^ 
separate  agencies  currently  have  some  significant  responsibility 
for  various  traffic  and  parking  functions.  The  result  is  a 
government  which  is  perceived  by  the  general  public  as 
unresponsive,  reactive,  frustrating  and  difficult  to  access  for 
assistance. 

The  City's  current  policies  by  necessity  focus  its 
transportation  management  efforts  on  maximum  utilization  of  the 
existing  street  space.  In  order  to  achieve  accountability  for 
efficient  and  effective  delivery  of  required  parking  and  traffic 
services,  these  functions  must  be  consolidated  into  a  single 
responsibility  center.  This  centralizing  of  municipal  revenues 
is  key  to  the  successful  management  of  these  functions. 

The  single  responsibility  center  will  have  the  ability  to 
focus  the  large  number  of  small-scale  street  management  actions 
into  a  coordinated  approach  yielding  a  wide  range  of  benefits  in 
the  following  three  areas: 
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o        Improvements  in  Transportation  and  Parking 

better  traffic  flow 

reduced  rush-hour  delays 

improved  transit  travel  time 

increased  short-term  parking 

improved  pedestrian  and  traffic  safety 

additional  mitigation  of  downtown  development, 

o        Improvements  in  Community  Service  and  Public  Perception 

more  responsive  regulations 
improved  residential  permit  parking 
-       more  efficient  delivery  of  goods 

improved  public  interface  and  accountability 
better      support      for      neighborhood  commercial 
activity. 

o        Improvements  in  Government  Operations 

more  focused  responsibility  and  accountability 
improved  cost  effectiveness 
increase  net  revenue. 


Organization  and  Management 

While  most  components  required  for  an  effective  traffic  and 
parking  management  program  already  exists  in  the  City, 
overlapping  responsibilities  among  various  departments  prevents 
the  City  from  having  an  integrated  and  effective  program.  As 
illustrated  in  Exhibit  1 ,  over  thirteen  different  agencies  have 
some  involvement  in  traffic  and  parking  functions.  These 
functions  for  many  agencies  represent  secondary  duties  and  do  not 
receive  focused  management  attention. 

In    our  judgment,    the  most  signigicant  factor  impeding  the 

effective    operation    of    a  traffic  and  parking    program    in  San 

Francisco        is      the      fragmentation      of      responsibility  and 

accountability  of  these  functions  among  many  City  agencies.  Our 
major  recommendation  is  to  consolidate  all  operational  aspects  of 

traffic    and    parking  management  in  a  newly  created    Traffic  and 

Parking  Commission.  This  consolidation  of  functions  is 
illustrated  in  Exhibit  2.    Key  points  are  highlighted  below: 


o  Transfer  the  entire  DPW  Traffic  Engineering  Division  to 
the  new  Commission.  Traffic  and  parking  functions 
should  be  divided  into  two  bureaus  within  the  new 
Commission  so  proper  attention  is  given  to  each 
function.      Both    bureaus    report  to  a    single  general 
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manager  responsible  for  overall  will  program 
implementation. 

o  Transfer  meter  and  traffic  signal  maintenance  functions 
from  the  Department  of  Electricity  to  the  new 
Commission . 

o  Transfer  the  Parking  Authority  to  the  new  Commission. 
The  Commission  would  convene  as  the  Parking  Authority 
to  fulfill  statutory  requirements. 

o  Transfer  all  civilian  parking  enforcement  activities  of 
the  Police  Department  to  the  Commission.  All  sworn 
officers  will  remain  with  the  Police  Department. 

o  The  operational  management  of  off-street  parking 
facilities  on  land  controlled  by  the  Recreation  and 
Parks  Commission  and  the  Redevelopment  Agency  would  be 
transferred  to  the  Commission.  All  net  revenue  from 
the  operations  would  return  to  the  respective  agencies 
and  ultimate  control  of  future  land  use  would  also 
remain  with  those  agencies. 

o  Transfer  the  issuance  of  RPP  stickers  and  parking  meter 
activities  from  the  Tax  Collector  to  the  new 
Commission.  This  would  result  in  the  consolidation  of 
both  the  parking  meter  and  residential  permit  parking 
programs  and  eliminate  fragmentation. 

o  Transfer  of  communication  system  maintenance  to  the  DPW 
Bureau  of  Telecommunications  Management  will 
consolidate  responsibility  for  all  City-owned 
communications  into  one  organization.  It  should  be 
noted  that  the  proposed  transfers  of  functions  from  the 
Department  of  Electricity  will  result  in  the 
dissolution  of  this  Department. 


The  new  Traffic  and  Parking  Commission  will  require  a  City 
Charter  Ammendment  to  establish  the  Commission  and  transfer  the 
responsibility  for  various  functions  to  the  Commission.  The 
recommended  organizational  structure,  as  shown  in  Exhibit  3,  can 
be  accomplished  with  the  addition  of  only  14  new  positions  over 
currently  allocated  staffing  levels.  The  full  staffing  of  the 
Commission  can  be  phased  to  lessen  the  budgetary  impact. 


Recommendations 

Our  review  of  current  operations  and  procedures  discovered  a 
wide    range  of  actions  which  could  be  implemented  to  improve  the 
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efficiency  of  traffic  and  parking  functions.  It  should  be  noted 
that  these  recommendations  will  only  achieve  their  full  potential 
with  consolidated  management  provided  by  the  new  Traffic  and 
Parking  Commission.  Listed  below  are  our  major  recommendations 
by  program  area.  Complete  details  and  justification  for  these 
recommendations  are  found  in  the  text  of  the  report. 


Legislation 

In  addition  to  the  crucial  Charter  Amendment  which  is 
required  to  allow  the  formation  of  the  Traffic  and  Parking 
Commission,  there  are  two  local  ordinance  changes  which  we 
recommend . 


o  enact  local  legislation  to  prohibit  double  parking  by 
commercial  vehicles  where  indicated  by  sizes 

o  enact  local  legislation  to  enable  the  use  of  booting 
scof flaws  upon  passage  of  the  State  Vehicle  Code 
revisions 


Street  Management 

The  management  of  the  street  space  is  done  through  the 
development  and  posting  of  parking  and  traffic  regulations 
including  parking  metes  and  residential  permit  parking 
restrictions.  Our  priority  recommendations  for  this  regulatory 
function  are: 


o  review  and  revise  downtown  curb  space  regulations  to 
meet  current  needs  including  an  assessment  of  where 
double  parking  should  be  prohibited 

o  review  and  revise  parking  restrictions  in  neighborhood 
shopping  districts  to  increase  the  number  of  parking 
spaces 

o  restructure  maintenance  unit  to  achieve  a  ratio  of  1 
meter  repairer  (shop  and  field)  per  every  2000  meters 
in  the  context  of  the  consolidated  program  with  revised 
operating  procedures  and  and  proper  equipment 

o  institute  parking  meter  security  program  complete  with 
security  unit  and  full  meter  key  control  procedures 

o  institute  an  automated  parking  meter  management 
information  system 
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o  enforce  current  residential  permit  parking  (RPP) 
program  eligibility  requirements  and  revise  eligibility 
to  allow  only  vehicles  registered  in  the  permit 
district  to  receive  permits 

upgrade  and  revise  RPP  program  computer  support  system. 


Off-Street  Program 

The  City's  off-street  parking  program  suffers  from  a 
fragmentation  of  operational  responsibility  among  several 
agencies.  Our  primary  recommendation  is  to  consolidate  this 
responsibility  from  the  Parking  Authority,  Redevelopment  Agency 
and  Recreation  and  Parking  Commission  into  the  Off-Street 
Division  of  the  Traffic  and  Parking  Commission. 


Enforcement 

The  most  carefully  tailored  regulations  will  not  create 
their  intended  impact  unless  they  are  supported  by  consistent  and 
fair  enforcement.  This  is  particularly  true  for  curb-side 
parking  restrictions.  Listed  below  is  a  summary  of  major 
recommendations  in  this  program  area: 


o  ensure  that  all  available  parking  control  office  (POO) 
positions  are  filled  and  that  all  PCOs  are  on  the 
street  enforcing  regulations 

o        develop  a  civilian  PCO  supervisory  position 

o  revise  the  current  deployment  of  PCO  in  both  Downtown 
and  neighborhoods 

o  create  a  separate  unit  dedicated  to  the  identification 
and  impoundment  of  scofflaws  with  5  or  more  tickets 

o  develop  deployment  plan  for  scofflaw  unit  and  prepare 
for  use  of  boot  as  immobilization  device  once  the  State 
Vehicle  Code  is  revised 

o  continue  to  use  private  contractor  to  provide  towing 
service  to  the  City  with  improved  management  and 
financial  reporting  procedures 

o  develop  intersection  control  unit  within  the  Police 
Department 
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o        purchase    and     install  a  radio  communication  system  to 
support  all  field  operations  of  the  Commission. 


Processing  Collections  and  Information  Services 

The  City  has  a  very  good  computer  system  dedicated  to  the 
processing  and  collection  of  parking  tickets.  Overall  collection 
results  are  reduced  because  of  the  lack  of  an  effective  scofflaw 
program,  current  fine  structure,  noticing  cycle  and  the  lack  of 
collection  activities  in  several  specific  areas.  The  City  lacks 
an  integrated  computerized  management  information  system  (MIS) 
which  supports  traffic  and  parking  functions.  Our  major 
recommendations  are  as  follows: 


o  add  a  $10  penalty  to  parking  tickets  not  paid  within  60 
days 

o        revise  noticing  cycle  as  follows: 

1st  notice:  15  days  after  issuance  with  current  $3 
penalty 

2nd  notice:  60  days  after  issuance  with  additional 
new  $10  penalty 

3rd  notice:  90  days  after  issuance  with  additional 
current  $12  penalty 

DMV  Hold:  120  days  after  issuance  place  vehicle  on 
DMV  Hold. 

o  seek  vendor  services  through  competitive  competition  to 
provide  out-of-state  and  in-state  backlog  collection 
services 

o  plan  and  develop  a  phased  integrated  MIS  to  support  the 
activities  of  the  Commission. 


Public  Relations 

Community  support  is  a  key  component  in  a  successful  traffic 
and  parking  management  program.  A  good  public  education  campaign 
can  generate  the  public  awareness,  acceptance  and  finally 
support.     Three  efforts  will  be  required: 

o       build    constituency  and  voter  support  to  ensure  passage 
of  Charter  Amendment 
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o        inform    public  of  mission  and  function  of    Traffic  and 
Parking  Commission 

o        inform      public      of      positive     impacts      of  parking 
enforcement . 


Early  Action  Items 

The  bulk  of  our  recommendations  will  require  the  focused 
context  of  the  consolidate  traffic  and  parking  single 
responsibility  center  to  achieve  their  maximum  potential. 
However ,  the  following  are  some  key  early  action  items  which  can 
be  implemented  immediately: 


o        review  CBD  curb  space  regulations 

o  enact  City  ordinance  to  prohibit  double  parking  by 
commercial  vehicle  where  indicated  by  signs  in 
conjunction  with  a  review  of  current  solutions. 

o        establish  parking  meter  security  procedures 

o  create  civilian  parking  control  officer  supervisory 
position 

o  retain  vendor  for  out-of-state  and  backlog  parking 
ticket  collection. 


Benefits,  Revenues  and  Costs 

We  have  made  recommendations  that  will  result  in  substantial 
qualitative  and  quantitative  benefits  for  the  City  of  San 
Francisco.  Under      the      recommended      coordinated  single- 

responsibility  approach,  the  City  will  realize  significant 
improvements  in  the  delivery  of  traffic  and  parking  services. 
Improvements  in  on-street  conditions  such  as  greater  short-term 
parking  availability,  smoother  traffic  flow,  and  declines  in 
hazardous  parking  are  all  attainable  objectives  under  this  new 
approach. 

Another  benefit  resulting  from  a  management  approach  which 
eliminates  duplication  of  activities  is  much  greater  operational 
efficiency.  The  improvements  recommended  in  this  report  will 
generate  a  substantial  incrase  in  revenues  through  better 
resource  utilization. 

The  City  will  also  realize  significant  revenue  gains  from 
the    implementation  of  our  recommendations.      As  shown  in  Exhibit 
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4,  the  growth  in  parking  related  revenues  will  increase  by  over 
$14.3  million.  This  is  balanced  by  a  net  new  cost  to  the  City  of 
$2.97  million  to  implement  the  program.  Overall,  the  City  will 
build  toward  a  net  of  over  $11.3  million  within  18  months.  The 
program  improvements  will  pay  for  themselves  within  the  first 
year. 

A  well  organized  and  efficiently  operated  traffic  and 
parking  management  system  is  a  tremendous  plus  for  any  major 
city.  This  is  especially  true  in  San  Francisco  with  its  falling 
collection  rate  and  rising  deficit.  Many  public  programs  today 
seem  to  be  "win-lose"  situations  in  which  public  officials  are 
forced  to  make  uneasy  trade-offs  between  competing  demands. 
Creating  a  comprehensive  traffic  and  parking  management  system 
can  be  a  "win-win"  program  in  which  community  groups,  in-city 
businesses,  the  municipal  treasury,  and  the  citizens  all  benefit. 
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EXHIBIT  4 


REVENUE  AND  COST  PROJECTIONS 

Current      Net  Increase 
INCREASE  IN  REVENUE  Revenue        in  Revenue 

INCREASE  ISSUANCE  $20,700,000  $5,308,000 

-  Field  all  allocated  PCOs 

-  Raise  productivity  to  75  tickets  per 
PCO  per  day 

INCREASE  IN  PENALTY  STRUCTURE  $0  $4,375,000 

-  Add  $10  penalty  to  all  tickets  unpaid 
after  6  0  days 

INCREASE  IN  COLLECTION  RATE  $0  $1,065,000 

-  5%  due  to  stepped  up  enforcement 

OUT-OF-STATE  NOTICING  $0  $605,000 

-  Send  payment  notice  to  out-of-state 
parking  violators 

CALIFORNIA  BACKLOG  COLLECTION  $0  $1,257,000 

-  Increase  efforts  to  improve  collection 
of  unpaid  accounts 

PARKING  METERS  $6,2  97  ,000     $1,6  90  ,000 

-  Better  enforcement  and  security 

-  planned  increase  in  meters 

TOTAL  REVENUE  $26,997,000  $14,300,000 

INCREASE  IN  COSTS  Net  Cost 


STAFF  COSTS 

-  Funding  of  unfilled  vacancies  $1,215,000 

-  Creation  of  new  positions  (14)  $320,000 

-  Reclassification  of  existing  positions  $83  ,000 

Total  Staff  Costs  $1,618,000 

CAPTIAL  COSTS 

-  Facilities  $350,000 

-  New  meter  mechanisms  $16  8,000 

-  Meter  security  and  maintenance  $32,000 

-  New  vehicles  $311,000 

-  Radios  and  comunication  equipment  $376,000 

-  Equipment  and  supplies  $117,000 

Total  Capital  Costs  $1,3  54,000 

TOTAL  PROJECTED  INCREASE  IN  COSTS  $2,972,000 


TOTAL  NET  REVENUE  TO  THE  CITY 


$11,328,000 


1.0  INTRODUCTION 


1.1     STUDY  PURPOSE 

The  City  and  County  of  San  Francisco  commissioned  Datacom 
Systems  Corporation  and  its  parking  and  traffic  management 
consulting  division,  Brophy  &  Associates,  to  perform  a 
comprehensive  evaluation  of  traffic  and  parking  functions  in  the 
City.  In  order  to  evaluate  the  effectiveness  and  efficiency  of 
current  operations  we  focused  on  the  following  tasks: 


o        Determined    the    organizational  structure  of     the  City 
used  to  manage  traffic  and  parking  functions. 

o        Assessed  the  management  of  these  functions. 

o        Evaluated  current  operations  and  procedures. 

The  results  of  our  evaluation  were  used  to  develop  a  schedule  of 
low-cost  solutions  designed  to  be  implemented  in  the  unique 
context  of  San  Francisco.  These  recommendations  are  planned  to 
significantly  improve  transportation  and  parking  conditions, 
community  and  public  perceptions,  and  government  operations. 


1.2     STUDY  METHODOLOGY 

To  perform  this  study,  we  focused  on  two  groups:  the  City 
agencies  which  provide  traffic  and  parking  management  functions 
and  the  organizations  using  the  services. 

For  the  agencies,  our  consultant  team  conducted  interviews 
with  agency  heads,  program  area  managers,  and  staff  to  assess  the 
organizational  structure  and  managerial  approaches  to  performing 
traffic  and  parking  management  functions.  Because  thirteen 
agencies  have  a  significant  role  in  traffic  and  parking 
management,  this  aspect  of  the  project  required  an  extensive 
effort.  A  complete  list  of  the  people  we  interviewed  comprises 
Appendix  A  of  this  report.  Operational  data  was  compiled  and 
field  visits  made  to  analyze,  observe,  and  evaluate  program 
operations.  In  addition,  we  gathered  and  reviewed  in  detail 
budget  and  revenue  statistics.  Functional  aspects  we  discovered 
to  be  similar  to  experience  in  other  cities  were  identified  and 
compared.  More  than  merely  seeking  information  on  programmatic 
functions,  we  asked  agency  heads  and  program  managers,  in 
particular,  to  identify  traffic  and  parking  issues  and  to  discuss 
their  ideas  for  appropriate  solutions. 
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Within  the  wide  range  of  organizations  and  agencies  that  use 
parking  and  traffic  services,  we  focused  on  the  identification  of 
traffic  and  parking  issues  and  possible  solutions.  We  also  probed 
further  to  discover  insights  on  how  well  the  delivery  of  traffic 
and  parking  services  is  organized  and  managed  and  how  the 
delivery  could  be  improved. 


1.3     REPORT  ORGANIZATION 

The  main  body  of  our  report  focuses  on  an  evaluation  of  San 
Francisco's  current  efforts;  our  recommendations  to  remedy 
problems  and  improve  management  and  operations;  and  a 
presentation  of  our  plan  to  implement  these  recommendations  which 
includes  incremental  costs  and  revenues. 

Evaluations  and  recommendations  are  provided  for  all 
components  of  San  Francisco's  traffic  and  parking  management 
program.     They  include: 


o  Context  of  JJie  Study  —  an  evaluation  of  San 
Francisco's  unique  traffic  and  parking  situation. 

o        Organization  ajid  Management —  an  evaluation  of  current 
organizational      structure      and    recommendations  for 
improvements  in  management  and  organization. 

o  Legi si ative  Issues  —  a  discussion  of  the  State  Vehicle 
Codef  the  City  Charter,  and  City  Ordinances  as  they 
relate  to  traffic  management  and  recommendations  for 
change. 

o  Street  Hana gement  —  an  evaluation  of  current  street 
and  curb-space  management  programs  and  recommendations 
for  improvement  in  terms  of  street  space  utilization. 

o  Off-Street  Parking  —  an  evaluation  of  downtown  and 
neighborhood  parking  programs  and  recommendations  for 
change. 

o  Parking  Enforcement  —  a  detailed  look  at  ticket 
writing,  parking  ticket  scofflaw,  impoundment,  towing, 
intersection  control,  and  radio  communications  as  these 
issues  impact  traffic  management,  enforcement,  and 
issuance  with  recommendations  for  improving  efficiency. 

o  Processing.  Collection.  _ajid  Management  Information 
Serv ices  —  an  evaluation  of  San  Francisco's  current 
systems  of  management  information,  data  processing,  and 
collection  with  recommendations  for  improved  efficiency 
and  accountability. 
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Publ  ic  Rel  ations  —  a  recommendation  for  public 
information  and  education  programs  that  will  positively 
portray  traffic  and  parking  management  in  San 
Franci  sco. 

Action  JBLan  —  schedule  for  implementation  of 
the  recommendations  given  in  the  report. 

Pr oj ected  Benefits  And  £o_st£  —  an  examination 
of     recommended    program  costs  and    projected  revenues 
resulting       from        the        implementation       of  our 
r  ecommenda  ti  ons 


2.0     STODY  CONTEXT 


San  Francisco  is  a  unique  city.  Its  geography,  location 
and  intimate  size  make  it  one  of  the  country's  most  attractive 
and  charming  urban  centers.  To  preserve  its  distinctive  character 
and  quality  of  life,  the  City  has  found  innovative  solutions  to 
challenges  in  land-use  planning  and  transportation  systems 
management.  This  section  highlights  particular  transportation 
issues  in  both  Downtown  and  the  City' s  neighborhoods.  It  also 
examines  the  public's  perception  of  City  services.  These  issues 
provide  the  context  for  our  analysis  and  recommendations. 


2.1  DOWNTOWN  TRANSPORTATION  CONCERNS 

Over  the  last  twenty-five  years,  Downtown  has  seen  the 
addition  of  over  40  million  square  feet  of  new  development, 
resulting  in  a  major  transformation  of  the  area.  The  City  has 
managed  this  growth  and  its  impact  through  the  adoption  of 
several  Transportation  System  Management  (TSM)  measures  to  reduce 
the  growth  of  automobile  traffic  into  Downtown.  These  measures 
incl  ude : 


o        The  adoption  of  a  "transit  first"  policy 
o       No  major  new  construction  of  highways 
o        A  major  investment  in  new  transit  capacity 
o       Restriction        of      additional        off-street  parking 
spaces  in  new  office  developments. 


The  intent  of  these  measures  was  to  accommodate  increased 
travel  demands  to  Downtown  on  public  transit  and  discourage 
travel  by  private  automobile.  The  "freeway  revolt"  of  the  late 
sixties  effectively  stopped  the  construction  of  new  highway 
facilities.  Continuing  in  this  tradition,  the  City  has  recently 
recommended  that  the  Embarcadero  Freeway  be  torn  down. 

The  completion  of  the  BART  System  and  the  Muni  Metro  Subway  under 
Market    Street  added  significant  capacity  to  the  transit  system. 

The  constraints  on  adding  new  off-street  parking  spaces  in 
Downtown  saw  the  supply  of  parking  rise  from  a  total  of  3  9,545  in 
1975  to  only  40  ,600  in  1982.  The  City's  policy  has  been 
successful  in  keeping  peak-period  congestion  levels  from 
increasing  substantially  despite  the  increase  in  numbers  of 
people  travelling  to  Downtown. 

Despite  these  efforts,  increased  development  has  led  to 
additional  demand  for  short-term  visitor  and  shopper  parking  and 
to  curb  space  requirements  for  goods  delivery.     This  type  demand 
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is  generated  by  the  increased  activity  in  Downtown.  These  trips 
occur  between  the  peak  periods  and  are  made  by  persons  who  need 
quick  access  and  are  not  well  served  by  transit. 

This  competition  for  curb  space  is  illustrated  by  the  growing 
problem  of  double-parking,  overtime  parking  and  other  illegal 
parking  throughout  Downtown.  The  projected  increase  in 
development  by  the  year  2000  will  further  aggravate  an  already 
severe  problem.  Discussions  with  the  Chamber  of  Commerce,  MUNI 
and  other  City  agencies  indicate  that  lack  of  enforcement  of 
current  curb  space  regulations  is  a  key  factor  contributing  to 
traffic  congestion  in  Downtown. 

A  second  impact  of  increased  development  has  been  a  growing 
conflict  between  pedestrian  and  vehicular  traffic.  Despite 
efforts  to  improve  and  channel  pedestrian  movements,  accidents 
involving  pedestrians  have  been  increasing.  A  contributing 
factor  to  this  problem  is  the  extent  of  illegal  parking,  some  of 
which  inevitably  encroaches  on  crosswalks  and  much  of  which 
impedes  driver  vision  and  traffic  movement. 


2.2     NEIGHBORHOOD  TRANSPORTATION  ISSUES 

San  Francisco1  s  neighborhoods  have  been  changing  as  the 
City's  population  continues  to  become  more  affluent.  One 
indication  of  this  trend  is  the  rising  number  of  vehicles 
registered  in  the  City  of  San  Francisco.  In  197  5,  slightly  over 
360,000  vehicles  were  registered  in  the  City.  By  1985,  this 
figure  had  grown  to  over  406,000.  This  trend  is  also  reflected 
in  auto  ownership  per  household  which  rose  from  0.7  8  automobiles 
per  housing  unit  in  1970  to  0.94  in  1980.  The  result  is  that 
more  local  residents  than  ever  before  need  space  in  which  to 
store  their  vehicles.  Because  of  the  kind  of  housing  stock, 
neighborhood  facilities  and  on-street  accommodations  must  be 
maximized  to  offset  the  lack  of  private  garage  or  driveway 
accommodations  for  all  residents.  ^ 

A  second  trend  has  been  a  change  in  the  characteristics  of 
certain  neighborhood  shopping  districts.  Several  of  these 
districts  (i.e.  Fisherman's  Wharf,  Chinatown,  Castro,  Union 
Street,  North  Beach)  no  longer  serve  only  the  local  neighborhood, 
but  now  attract  visitors  from  throughout  the  City  and  across  the 
region.  This  shift  has  led  more  people  to  drive  into  these 
neighborhood  shopping  districts,  resulting  in  increased  demand 
for  parking  and  increased  competition  with  residents  for  limited 
parking  supply. 

The  City  has  recently  developed  a  proposed  "5-Year  Action 
Plan"  to  address  parking  shortages  in  the  ten  City  neighborhoods 
most  impacted  by  the  above  trends.  This  plan  calls  for  a 
combination  of  new  off-street  parking  facilities  and  supportive 
on-street    parking    management    tactics.      These    latter  tactics 
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include  more  enforcement,  additional  meters,  and  better 
allocation  of  curb  spaces.  The  plan's  coupling  of  proposed  off- 
street  facilities  with  more  aggressive  on-street  management  is 
crucial  to  the  alleviation  of  residential  parking  difficulties. 


2.3     PUBLIC  PERCEPTION 

Our  interviews  with  City  personnel  and  business  groups  show 
the  City  of  San  Francisco  to  have  a  complex  internal  structure 
with  no  clear  focal  point  for  traffic  and  parking  issues. 
Thirteen  separate  agencies  currently  have  some  significant 
r  esponsibl  ity  over  various  traffic  and  parking  functions.  The 
result  is  a  government  which  is  perceived  by  the  general  public 
as  unresponsive,  reactive,  frustrating,  and  difficult  to  access 
for  assistance. 

For  example,  the  residential  permit  parking  (RPP)  program  is 
designed  to  reduce  the  incidence  of  all-day  commuter  parking  in 
residential  neighborhoods.  This  popular  and  effective  program  is 
under  the  jurisdiction  of  three  separate  agencies.  The  process 
of  establishing  the  RPP  district  is  managed  by  the  DPW  Traffic 
Engineering  Division.  The  Division  analyzes  the  proposed  area  to 
see  if  it  qualifies  and  conducts  a  public  outreach  effort  to 
inform  residents  of  the  proposed  program.  Once  the  area  is 
approved  by  the  Board  of  Supervisors,  the  Traffic  Engineering 
Division  steps  aside  (after  an  almost  two-year  process)  and  the 
Office  of  the  Tax  Collector  becomes  responsible  for  the  initial 
and  on-going  issuance  of  permits.  Viewed  as  just  another  task  by 
that  Office,  the  citizen  is  faced  with  a  new  agency,  new  people 
and  an  office  which  is  not  focused  on  the  program.  Finally,  the 
Police  are  charged  with  enforcing  the  restrictions.  The  average 
citizen  is  faced  with  a  multitude  of  agencies  to  call  on  for 
assistance  with  no  one  agency  in  charge. 

Business  people  face  similar  problems.  The  District  Council 
of  Merchants  maintains  a  detailed  listing  of  City  agencies*7 
telephone  numbers  to  assist  members  in  finding  the  correct 
official  in  the  correct  department  to  help  with  specific  issues. 
This  reinforces  an  image  of  a  complex  bureaucracy  which  is 
personality-dependent  and  often  unintentionally  unresponsive  to 
individual  citizen  needs. 

A  second  perception  issue  is  the  public's  lack  of 
understanding  concerning  the  purpose  and  benefits  of  parking 
regulation  and  enforcement.  During  1982,  citizens  in  San 
Francisco  objected  to  increased  fines  for  parking  violations  and 
expressed  the  perception  that  enforcement  was  random  and 
punitive.  Well-managed  enforcement  of  sound  regulations  can  be 
phased  in  as  part  of  a  City' s  comprehensive  street  management. 
This  effort,  if  done  with  the  support  of  civic  and  community 
interest     groups,     can  help  engender  a  clear  public  understanding 
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of  the  City's  traffic  management  needs  and  the  purpose  and 
methods  of  parking  enforcement. 

2.4  CONCLUSIONS 

The  City  has  established  several  key  policies  which  will  by 
necessity  focus  the  City  transportation  management  efforts.  In 
Downtown,  the  two  key  policies  are  the  decision  to  invest  in  new 
transit  capacity  rather  than  new  highway  capacity  and  the 
restriction  of  new  off-street  parking  facilities  for  commuters. 
Therefore,  effective  management  of  existing  street  space  is  key 
to  ensure  the  continued  vitality  of  Downtown  as  a  residential, 
commercial,  and  shopping  district. 

In  the  neighborhoods,  the  decision  to  invest  in  new  off- 
street  parking  facilities  in  neighborhood  commercial  districts 
will  help  address  current  parking  shortages, but  these  efforts 
must  be  supported  by  improved  street  space  management. 

City  resources  must  be  organized  to  deliver  traffic  and 
parking  services  efficiently.  To  achieve  such  a  result,  a  city 
must  have  a  progressive  philosophy  of  community  service:  the  city 
must  anticipate  public  need,  implement  solutions  to  problems,  and 
build  constituent  support  for  public  programs.  This  approach 
requires  surveying  community  and  commercial  traffic  and  parking 
needs,  designing  regulations  and  programs  to  meet  those  needs, 
and  proactively  managing  operations  to  meet  program  objectives. 

It  is  our  experience  that  in  order  to  achieve  accountability 
for  efficient  and  effective  delivery  of  these  services,  traffic 
and  parking  functions  must  be  consolidated,  thereby  creating  a 
"Responsibility  Center"  for  controlling  traffic  and  parking 
activities.  This  centralizing  of  municipal  resources  is  key  to 
the  successful  management  of  these  functions. 

Ideally,  the  single  operating  division  would  have  full 
authority  and  accountability  over  all  aspects  of  traffic  and 
parking  from  planning  to  enforcement.  Under  this  structure, 
regulations  are  calibrated  to  match  parking  and  traffic  needs  in 
particular  areas;  enhanced  enforcement  programs  are  geared  to  the 
regulations  and  supported  by  automated  processing  and  management 
information  systems;  and  collection  efforts  are  integrated  into 
the  system.  The  centralized  management  effort  is  viewed  as  a 
component  of  the  city's  overall  transportation  system  management. 

A  single  responsibility  center  would  have  the  ability  to 
focus  the  large  numbers  of  small-scale  street  management 
decisions  into  a  coordinated  approach  yielding  an  wide  range  of 
benefits  aggregated  into  three  primary  areas: 
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o      An    improvement  jq£  transportation  movement  a_ad  parking 

conditions      will      take    place    through  the  active 

management  and  enforcement  of  traffic  regulations. 
Positive  impacts  include: 

better  traffic  flow 

-  reduced  rush-hour  delays 

-  improved  transit  travel  time 
increased  short-term  parking 
improved  pedestrian  and  traffic  safety 
additional      mitigation    of    downtown  development 
impacts 


o  Improvements  in  publ  1c  perceptions  will  occur  because 
this  approach  provides  a  single  organization  entirely 
focused  on  better  traffic  and  parking  management 
services  such  as: 


more  responsive  regulations 
improved  residential  permit  parking 
more  efficient  delivery  of  goods 

better  support  for  neighborhood  commercial 
activity. 


The  result  is  enhanced  public  perception  due  to  a  more 
direct  interface  between  the  public  and  the  single 
responsibility  center,  better  accountability,  and 
greater  efficiency. 


o        More     efficient  government  operations  are  fostered  by  a 
single  responsibility  center  due  to: 


enhanced  efficiency 
ensured  accountability 

cost  effectiveness  through  the  reduction  of 
duplicate  functions. 


Finally,  the  single  responsibility  center  approach  can 
provide  significantly  improved  net  revenues  to  a  city. 
Competitive  pricing  for  on-street  parking  spaces,  improved 
parking  meter  collections  and  maintenance,  and  good  enforcement 
coverage  of  reasonable  parking  regulations  can  increase  the 
City's  parking  revenues  which,  in  turn,  are  a  stable  source  of 
funds  and  a  preferable  alternative  to  raising  taxes. 
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A  well-organized  and  operated  parking  management  system  is  a 
tremendous  plus  for  any  major  city.  This  is  especially  true  in 
San  Francisco  with  its  falling  parking  ticket  collection  rate  and 
rising  deficit.  Many  public  programs  today  seem  to  be  "win- lose" 
situations  in  which  public  officials  are  forced  to  make  uneasy 
trade-offs  between  competing  demands.  Creating  a  comprehensive 
traffic  and  parking  management  system  can  be  "win-win"  program  in 
which  community  groups,  in-city  businesses,  the  municipal 
treasury,  and  the  citizens  all  benefit. 
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3.0  ORGANIZATION  AND  MANAGEMENT 


In  evaluating  traffic  and  parking  functions  in  San 
Francisco,  we  found  highly  professional  managers  trying  their 
best  to  manage  their  particular  functions  within  a  large  and 
complex  bureaucracy.  While  most  components  required  for  an 
effective  traffic  and  parking  management  already  exist  in  the 
City,  overlapping  responsibilities  among  various  departments 
prevents  the  City  from  having  a  truly  integrated  and  efficient 
program.  Management  responsibility  is  fragmented  among  a  wide 
range  of  City  agencies  including: 


o  Department  of  City  Planning 

o  Public  Utilities  Commission 

o  Department  of  Public  Works 

o  Department  of  Electricity 

o  Tax  Collector 

o  Controller 

o  Police  Department 

o  Municipal  Court 

o  Parking  Authority 

o  Recreation  and  Park  Commission 

o  Redevelopment  Agency 

o  Port  Commission 

o  Airports  Commission 


Secondly,  traffic  and  parking  functions  for  many  agencies 
represent  secondary  duties  and  thus  do  not  receive  focused 
management  attention.  Exhibit  3-1  illustrates  the  current 
organization  of  traffic  and  parking  functions.  The  chart  also 
lists  the  activities  and  responsibilities  of  each  organization. 

The  Board  of  Supervisors  plays  a  significant  role  in  the 
traffic  and  parking  regulatory  process.  It  has  the  final  approval 
for  most  regulations  and  generally  takes  an  active  role. 

This  section  is  structured  by  agency,  rather  than  functions 
in  order  to  highlight  and  simplify  the  complex  organizational 
structure  and  separation  of  responsibilities  that  exist  in  the 
City.  The  subsequent  sections  of  the  report  focus  on  each  parking 
function;  therefore  our  discussion  will  necessarily  cut  across 
agency  jurisdictional  lines. 
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3.1     CURRENT  ORGANIZATION 


3.1.1    Department  of  City  Planning 

The  traditionally  close  relationship  between  land  use  and 
transportation  is  intensified  in  San  Francisco  because  of  the 
geography,  location,  and  small  land  area  of  the  City.  For  this 
reason,  the  Department  of  City  Planning,  Transportation  Section 
is  responsible  for  developing  transportation  policy  for  the  City 
and  overseeing  its  implementation.  The  Department  chairs  the 
inter-departmental  Policy  Transportation  Group  in  an  effort  to 
develop  consensus  on  policy  issues.  Because  of  the  fragmented 
nature  of  traffic  and  parking  functions  in  the  City,  the 
Department  has  taken  an  active  role  to  ensure  the  achievement  of 
City  goals  and  objectives.  The  best  example  is  its  leadership 
role  as  the  Chair  of  the  Transit  eferential  Streets  Program.  Soon 
after  the  adoption  of  the  City's  "Transit  First"  Policy,  this 
Committee  was  formed  to  ensure  the  development  of  balanced 
transit  priority  measures. 


3.1.2      Public  Utilities  Commission 

The  Public  Utilities  Commission  (PUC)  manages  and  operates 
the  Municipal  Railroad  (MUNI).  MUNI  is  the  City's  own  transit 
company  which  provides  a  full  range  of  transit  services  using  a 
variety  of  vehicles  including  cable  cars,  light  rail,  trolley 
buses,  and  motorized  buses.  The  first  three  vehicle  types  require 
special  consideration  in  the  formation  of  traffic  management 
plans.  The  responsibility  for  developing  traffic  engineering 
concepts,  route  planning,  bus  stop  placement,  and  liaison  with 
other  agencies  lies  with  the  MUNI  Planning  Section.  MUNI' s 
advocacy  position  often  places  them  in  conflict  with  the  City's 
traffic  engineering  staff  who  have  a  different  perspective.  This 
is  where  the  City  Planning  role  as  policy  mediator  becomes 
important. 


3.1.3      Department  of  Public  Works 

The  Department  of  Public  Works  (DPW)  is  a  key  player  in  the 
management  of  traffic  and  parking  functions.  The  Traffic 
Engineering  Division  of  the  DPW  Bureau  of  Engineering  holds  the 
primary  responsibility  for  traffic  and  on-street  parking 
regulations.  The  Division  develops  traffic  management  plans, 
analyzes  curb-space  regulations,  plans  for  parking  meter 
installations,  analyzes  the  need  for  residential  permit  parking 
areas,  manages  the  sign  shop,  participates  in  planning  for 
neighborhood  off-street  parking  facilities,  and  chairs  the  Inter- 
Departmental  Coordinating  Committee  for  Traffic  and 
Transportation  operational  issues.  Unfortunately,  staff  shortages 
have    forced    the    Division    into  a    reactive    position    with  an 
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understandable  emphasis  on  traffic  issues.  As  a  result,  on- 
street  parking  regulations  which  should  be  calibrated  to  local 
land  use  needs  are  neglected.  In  addition,  the  Division  shares 
responsibility  for  traffic  signal  maintenance,  traffic  markings, 
parking  meters,  residential  permit  parking,  (RPP)  and  off-street 
parking  facilities,  with  other  agencies  and  therefore  does  not 
have  full  authority  to  manage  these  particular  operations. 

The  DFW  Bureau  of  Building  Repairs  provides  curb-painting 
and  traffic  pavement  marking  services  to  the  Traffic  Engineering 
Division  on  a  work-order  basis.  The  Bureau  uses  union  painters 
for  this  street  work  which  takes  place  primarily  during  good 
weather.  The  painters  handle  interior  painting  of  City  buildings 
at  other  times.  This  latter  duty  is  their  main  function. 

The  DPW  Bureau  of  Street  Cleaning  and  Urban  Forestry  is 
responsible  for  an  extensive  mechanical  street- sweeping 
operation.  To  ensure  the  success  of  this  program,  33  parking 
control  officers  (PCOs)  from  the  Police  Department  have  been 
assigned  to  accompany  the  sweepers  in  order  to  cite  cars  parked 
in  violation  of  street  cleaning  regulations. 

The  DPW  Bureau  of  Telecommunications  Management  has 
jurisdiction  over  the  City's  telephone  system  including 
maintenance  and  installation. 


3.1.4      Department  of  Electricity 

The  Department  of  Electricity  has  three  major  functions:  1) 
parking  meter  maintenance;  2)  traffic  signal  maintenance;  and  3) 
communications  system  maintenance. 

Parking  meter  duties  include  installing  new  meters  and 
repairing  and  servicing  existing  meters.  However,  with  meter 
collection  outside  the  Department  (within  the  Tax  Collector's 
office,  see  below)  ,  the  Department  finds  it  difficult  to  monitor 
maintenance  activities  to  ensure  the  financial  integrity  of  the 
parking  meter  system.  This  function  is  overstaffed,  based  upon 
national  standards,  and  yet  still  fails  to  meet  general 
performance  standards.  The  Parking  Authority  provides  partial 
funding  for  the  function  on  a  work-order  basis  by  paying  for  five 
positions. 

The  traffic  signal  maintenance  group  is  slightly 
understaffed  by  national  standards  but  provides  a  good  level  of 
service  in  this  critical  area. 

Maintenance  of  police  and  fire  call  boxes  and  all  City  radio 
equipment  is  included  in  the  communications  system.  The  call  box 
system  uses  City- owned  communication  lines. 
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3.1.5  Tax  Collector 


Because  of  the  Tax  Collector's  traditional  role  in 
collecting  money  and  issuing  permits,  several  parking-rel ated 
functions  have  been  assigned  to  this  office.  The  three  duties 
are:  1)  collecting  the  parking  tax;  2)  issuing  RPP  sticker;  and 
3)  ovesight  of  parking  meter  coin  collection  and  counting.  The 
parking  tax  is  a  15%  tax  (scheduled  to  be  raised  to  20%)  on 
public  parking  fees  which  is  collected  like  any  other  City 
business  tax.  After  administrative  costs,  33%  of  the  parking  tax 
revenue  goes  to  the  Aging  Commission  for  their  programs. 

While  the  DPW  Traffic  Engineering  Division  determines  the 
need  for  an  RPP  district,  the  Tax  Collector  is  assigned  the 
responsibility  for  issuing  new  and  renewal  stickers  for  the 
program. 

The  collection  and  counting  of  parking  meter  revenues  are  each 
performed  by  separate  contractors  hired  by  the  Tax  Collector. 
While  one  person  paid  for  by  the  Parking  Authority  monitors  the 
contractors,  the  contracts  fail  to  require  the  proper  controls 
over  the  contractors'  activities  to  completely  ensure  the 
program's  integrity,  a  problem  compounded  by  having  the 
Department  of  Electricity  perform  maintenance.  That 
fragmentation  of  responsibility  compounds  the  difficulties  in 
effectively  and  efficiently  managing  the  program. 


3.1.6  Controller 

The  Controller  provides  centralized  computer  services  for 
many  City  departments.  The  computerized  system  for  the  RPP  prgram 
is  one  service  it  provides  to  the  Tax  Collector.  Because  of  the 
multiple  demands  on  the  centralized  system,  RPP  program  subsystem 
responsiveness  often  suffers.  As  is  the  case  with  many^ 
departments,  its  parking-related  functions  are  of  low  priority  to 
the  Controller's  Office  in  comparison  to  its  primary  operational 
responsibil ities. 


3.1.7    Police  Department 

The  Police  Department  handles  virtually  all  of  the  City's 
traffic  and  parking  enforcement.  The  major  elements  of  its 
function  include:  1)  the  enforcement  of  moving  violations;  2)  the 
enforcement  of  parking  violations;  and  3)  towing  and  impoundment. 
As  expected,  sworn  personnel  of  the  Traffic  Division  concentrate 
on  enforcing  moving  violations.  The  bulk  of  parking  enforcement 
(84%  of  annual  issuance)  is  done  by  civilian  Parking  Control 
Officers  (PCOs)  .  The  PCOs  work  throughout  the  City. 
Unfortunately,     like  many  other  cities  across  the  country,  these 
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civilian  employees  of  the  Police  Department  are  often  diverted  to 
non-parking  enforcement  duties.  Slightly  over  13%  are  performing 
office  clerical  duties  instead  of  providing  parking  enforcement 
services  on  the  street  on  any  given  day.  These  PCO' s  are 
specially  trained  for  enforcement,  but  perform  less  demanding 
clerical  tasks  that  normally  would  be  paid  at  a  lower  rate. 

The  Police  Department  contracts  with  private  towing  services 
to  impound  vehicles  for  accidents,  rush-hour  violations, 
abandonment  and  scofflaw  status.  Over  the  years,  contractors  have 
found  it  difficult  to  run  viable  operations  due  to  storage  space 
constraints,  financial  troubles,  and  management  problems. 
Scofflaw  impoundment  has  effectively  been  stopped  due  to  the  lack 
of  storage  space.  Improvedmanagement  and  more  careful  monitoring 
of  these  contracts  is  needed  to  maximize  effectiveness. 


3.1.8      Municipal  Court 

The  Municipal  Court  uses  a  system  of  traffic  referees  who 
hold  hearings  to  adjudicate  both  moving  and  parking  violations, 
this  function  supported  by  an  in-house  computer  system  and  a 
staff  of  89.  The  Clerk  of  the  Court  supervises  this  operation 
which  includes  data  entry,  on-line  cashiering,  mail  and  telephone 
correspondence,  lockbox  services  (through  a  contractor), 
disposition  posting,  noticing  of  overdue  offenders,  scofflaw 
verification,  and  the  general  processing  of  all  tickets.  While 
the  operation  performs  very  well  the  functions  required  by  the 
Court,  it  fails  to  provide  optimum  management  information  for  the 
enforcement  and  regulations  staff. 


3.1.9      Parking  Authority 

The  Parking  Authority  was  created  under  state  law  to  manage 
the  City's  off-street  facilities,  including  all  not-for-profit 
parking  corporations  and  several  City-owned  facilities  in  and 
around  Downtown.  Four  separate  agencies  manage  additional  off- 
street  facilities.  Their  roles  are  discussed  below. 

Because  all  parking  meter  revenue  over  $2.3  million  goes  to 
the  Off-Street  Parking  Fund,  the  Authority  has  an  interest  in  the 
financial  health  of  the  parking  meter  program.  Accordingly,  they 
use  their  revenue  to  purchase  new  meters  and  fund  positions  via 
work  orders  for  collection  and  coin  counting  (Tax  Collector), 
maintenance  (Department  of  Electricity),  security  (Police)  and 
planning  (DPW  Traffic  Engineering).  Even  though  the  Authority 
partially  funds  the  operation  of  the  meter  program,  neither  the 
Authority    nor  any  other  single  agency  has    complete  operational 
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management  control.  With  this  fragmentation  of  resources,  the 
meter  program  does  not  meet  its  full  potential  and  fails  to 
maximize  revenues  to  assist  in  financing  off-street  parking 
improvements. 


3.1.10    Recreation  and  Park  Commission 

The  City  Charter  gives  the  Recreation  and  Park  Commission 
control  over  parking  facilities  on  park  land.  In  addition  to 
several  surface  lots  adjacent  to  recreational  and  sports 
complexes,  four  parking  facilities  in  Downtown  have  been  built 
using  park  land.  The  Commission  manages  one  facility,  sets  rates 
for  three  and  shares  in  the  revenue  of  all  four.  The  situation 
results  in  inconsistent  application  of  City  policy  to  off-street 
facilities.  The  rate  structures  and  operating  policies  differ 
among  the  agencies.  Parking  is  viewed  by  the  Commission  as 
another  concession  designed  to  return  a  net  profit. 


3.1.11    Redevelopment  Agency 

The  Redevelopment  Agency,  as  part  of  its  mandate  to  foster 
development,  purchases  blocks  of  land.  If  there  is  parking  demand 
in  the  area,  the  Agency  will  provide  parking  as  an  interim  use  of 
the  land  until  development  takes  place.  The  Redevelopment  Agency 
sets  the  rate  strutures  and  operating  policies,  and  chooses 
contractors  to  manage  the  facilities. 


3.1.12      Port  Authority 

The  Port  controls  a  large  amount  of  bay- side  land  required 
for  its  operations.  Like  most  commercial  enterprises,  the 
operations  require  some  parking  to  ensure  the  success  of  the 
business.  Some  land  is  used  on  an  interim  basis  for  surface^ 
parking  but  long-term  plans  call  for  its  removal. 

Several  City  streets  are  within  the  land  controlled  by  the 
Port.  Several  hundred  parking  meters  have  been  installed  along 
these  streets.  All  collection,  coin  counting,  and  maintenance  is 
performed  by  Port  personnel.  This  practice  shows  yet  another 
fragmentation  of  the  parking  meter  program. 


3.1.13    Airports  Commission 

The  Airports  Commission  controls  off-street  parking  at  San 
Francisco  International  Airport.  Parking  is  an  integral  factor 
in  the  success  of  any  airport  operation  and  because  of  the  unique 
demands  of  that  facility,  properly  belongs  under  the  control  of 
its  managers. 


3.1.14  Summary 


From  a  management  perspective,  effective  coordination  of 
widely  dispersed  parking  and  traffic  management  responsibilities 
requires  an  unrealistic  and  unlikely  degree  of  cooperation  among 
many  agencies  at  an  operational  level.  The  current  structure 
builds  in  inherent  inefficiencies  because  of:  1)  the  need  to 
duplicate  resources  existing  in  one  agency  but  not  readily 
available  to  another;  2)  the  need  to  compromise  operations  to 
accomodate  the  needs  of  each  agency  involved  to  the  detriment  of 
operational  efficiency;  and  3)  the  low  priority  given  to  traffic 
and  parking  functions  by  certain  agencies.  Not  surprisingly, 
such  a  structure  creates  cumbersome  procedures  for  sharing 
functional  control  and  accountability.  This  situation  reduces 
the  City's  responsiveness  to  citizen  requests  and  places  the 
City  in  a  generally  reactive  stance.  From  a  citizen's 
perspective  it  is  difficult  to  determine  the  agency  and  official 
in  charge.  Internally,  accountability  for  effective  delivery  of 
services,  initiation  of  creative  solutions,  monitoring  problems, 
and  managing  resources  is  severely  fragmented,  leaving  no  one 
agency  in  control.  Functional  areas  become  personality  dependent 
and  lack  true  institutional  support. 


3.2  RECOMMENDATIONS 

In  our  judgment,  the  most  significant  factor  impeding  the 
effective  operation  of  a  traffic  and  parking  management  program 
in  San  Francisco  is  the  fragmentation  of  responsibility  and 
accountability  for  these  functions  among  many  City  agencies.  In 
the  current  structure,  related  functions  are  viewed  as 
independent  operations  rather  than  as  connected  components  of  an 
integrated  system. 

Organizationally,  the  City  must  consolidate  related 
functions  to  reduce  the  number  of  jurisdictional  lines  to  be 
crossed  for  effective  coordination.  To  the  fullest  extent 
possible,  only  one  agency  should  be  responsible  for  all  aspects 
of  an  operation.  This  will  create  managerial  accountability  for 
performance  and  provide  the  control  and  dedicated  resources 
required  to  maximize  operational  effectiveness. 

Our  approach  to  consolidating  City  traffic  and  parking 
functions  is  illustrated  in  Exhibit  3-2.  We  recommend  the 
creation  of  a  Traffic  and  Parking  Commission  to  be  the  focal 
point  for  such  consolidation.  A  discussion  of  our  recommedations 
f  ol  1  ow  s . 
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1.  CON  SOL  I  DATE  ALL  OPERATIONAL  ASPECTS  OF  TRAFFIC  AND 
PARKING  MANAGEMENT  IN  TOE  NEWLY  CREATED  TRAFFIC  AND 
PARKING  COMMISSION. 

This  will  create  a  single  responsibility  center  which 
will  have  primary  operational  responsibility  and 
accountability  for  the  City's  traffic  and  parking  functions. 
The  new  Commission  should  be  an  operating  agency  designed  to 
implement        City      policy.  Along       with  pinpointing 

accountability,  this  new  organization  will  bring  together 
all  elements  necessary  to  focus  and  meet  the  program's 
operational  goals  in  a  more  cost-effective  way,  avoiding 
duplication  and  lost  time  with  a  limited  increase  in 
resources. 

The  recommended  transfer  of  functions  between  agencies 
is  illustrated  in  Exhibit  3-3.  Key  points  are  highlighted 
bel  ow : 

o  Transfer  the  entire  DPW  Traffic  Engineering  Division 
to  the  new  Commission.  Traffic  and  parking  functions 
should  be  divided  into  two  bureaus  within  the  new 
Commission  to  ensure  a  proper  focus  for  each.  Both 
bureaus  report  to  a  single  general  manager  responsible 
for  overall  program  implementation. 

o  Transfer  parking  meter  and  traffic  signal  maintenance 
functions  from  the  Department  of  Electricity  to  the  new 
Commission. 

o  Transfer  the  Parking  Authority  to  the  new  Commission. 
The  Commission  would  convene  as  the  Parking  Authority 
to  fulfill  statutory  requirements. 

o  Transfer  all  civilian  parking  enforcement  activities 
and  staff  of  the  Police  Department  to  the  Commission. 
All  sworn  personnel  police  remain  with  the  Police 
Department. 

o  The  operational  management  of  off-street  parking 
facilities  on  land  controlled  by  the  Recreation  and 
Parks  Commission  and  the  Redevelopment  Agency  would  be 
transferred  to  the  Commission.  All  net  revenue  from 
the  operations  would  return  to  the  respective  agencies 
and  ultimate  control  of  future  land  use  would  also 
remain  with  those  agencies. 
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o  Transfer  the  issuance  of  RPP  stickers  and  parking 
meter  activities  from  the  Tax  Collector  to  the  new 
Commission.  This  would  result  in  the  consolidation  of 
both  the  parking  meter  and  residential  permit  parking 
programs  and  eliminate  fragmentation. 


2.  TRANSFER  RESPONSIBILITY  FOR  COMMUNICATION  SYSTEM 
MAINTENANCE  FROM  THE  DEPARTMENT  OF  ELECTRICITY  TO  THE 
DPW     BUREAU  OF  TELECOMMUNICATIONS  MANAGEMENT. 

The  transfer  of  communication  system  maintenance  to  the 
DPW  Bureau  of  Telecommunications  Management  will  consolidate 
responsibility  for  all  City-owned  communications  into  one 
organization.  It  should  be  noted  that  the  proposed 
transfers  of  functions  from  the  Department  of  Electricity 
will  result  in  the  dissolution  of  this  Department. 


3.       RETAIN  THE  POLICY  ROLE  OF  DEPARTMENT  OF  CITY  PLANNING 

Because  of  the  strong  relationship  between  land  use  and 
transportation,  the  Department  of  City  Planning  should 
retain  its  role  in  developing  City  transportation  policy. 


4.       ESTABLISH     PARKING  MANAGEMENT  INFORMATION  SERVICES  AND 
A  COURT  LIAISON  FUNCTION 

The  increased  activity  of  the  new  Commission  will 
require  additional  MIS  support  from  the  parking  citation 
processing  system  correctly  operated  by  the  Clerk  of  the 
Municipal  Court.  To  ensure  proper  coordination,  a  liaison 
function  should  be  established  in  the  new  Commission. 


5.       CONSIDER  ESTABLISHMENT  OF  AN  INTERSECTION  CONTROL  UNIT 
IN  THE  POLICE  DEPARTMENT 

As    an  adjunct  to  the  traffic  enforcement    duties,  the 
Police    Department    should  consider  the  establishment    of  a 
mixed    civilian/uniformed  officer  intersection  control  unit. 
This    unit    would    be    assigned  to    direct    traffic    at  key 
downtown  intersections. 


3.3   ESTABLISHING  THE  ORGANIZATION 

The  new  Traffic  and  Parking  Commission  will  require  a  City 
Charter  amendment  (see  Section  4.0)  and  can  be  accomplished 
with  fourteen  new  positions  over  currently  allocated 
staffing    levels.       These  new  positions  include  one  parking 
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meter  security  chief,  two  booters  and  ten  clerks.  The 
proposed  organizational  chart  of  the  Commission  with  staff 
levels  (to  the  division  level)  is  shown  in  Exhibit  3-4. 
Detailed  organizational  charts  including  staffing  plans  are 
found  in  Appendix  B.  The  addition  of  new  positions  and  the 
filling  of  vacancies  can  be  phased  over  time  to  reduce 
budgetary  impacts. 

The  proposal  will  require  the  transfer  and  reclassification 
of  existing  personnel  to  the  new  Commission.  Exhibit  3-5 
shows  the  origin  of  Commission  personnel.  Position  by 
position  transfers  and  reclassifications  are  found  in 
Appendix  C. 

Pull  details  of  the  recommended  program  costs  and  revenues 
are  discussed  in  Section  11.0.  The  costs  of  implementing 
our  recommendations  will  be  offset  by  revenue  increases 
during  the  first  year  of  operations. 
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EXHIBIT  3-5 

ORIGIN  OF  TRAFFIC  AND  PARKING   COMMISSION  PERSONNEL 


Traffic  Engineering  Division  56 

Traffic  Engineering  Division  Vacancy  6 

Department  of  Electricity  53 

Department  of  Electricity  Vacancy  3 

Parking  Control  Officers  163 

Parking  Control  Officers  Vacancy  33 

Parking  Authority  4 

Tax  Collector  2 

New  Hire  14 

TOTAL  33  4 


4.0  LEGISLATION 


Our  recommendation  for  the  improvement  of  the  San  Francisco 
parking  and  traffic  management  program  has  revealed  a  number  of 
areas  which  will  require  the  modification  of  the  San  Francisco 
City  Charter,  local  ordinances,  and  existing  state  legislation  in 
order  to  implement  the  recommendations  of  this  report.  The 
rationale  behind  each  of  our  recommendations  is  found  in  the 
section  of  this  report  which  addresses  the  particular  program 
area.  The  purpose  of  this  section  is  to  summarize  the  required 
legislative  and  Charter  changes,  which  are  identified  throughout 
the  report.  This  section  provides  a  brief  summary  of  the 
legislative  and  Charter  issues  and  presents  our  recommendations. 


4.1     STATE  LEGISLATIVE  ISSUES 

The  California  Vehicle  Code  is  the  basic  structure  defining 
traffic  and  parking  regulations  in  all  cities,  counties,  and 
other  jurisdictions  within  the  State.  The  Vehicle  Code  contains 
its  own  pre-emption  provision  requiring  uniformity  of  application 
and  restricting  local  authorities  from  enacting  or  enforcing 
ordinances  in  the  absence  of  express  authorization  in  the  Code 
(Section  21). 

One  example  of  the  many  legislative  items  which  are 
particularly  important  to  the  City  of  San  Francisco  in  its 
efforts  toward  more  effective  traffic  and  parking  management 
relates  to  the  enforcement  of  scofflaw  vehicles. 

Sections  22650  -  22855  of  the  State  Vehicle  Code  govern  the 
removal  of  parked  and  abandoned  vehicles.  As  a  general  matter, 
these  Sections  limit  towing  to  abandoned,  unregistered  and/or 
illegally  parked  vehicles.  Vehicles  with  five  or  more  citations^ 
typically  called  scoff  laws,  also  are  subject  to  impounding.  At 
this  time,  the  Vehicle  Code  neither  specifically  authorizes  nor 
prohibits  booting  of  these  vehicles. 

There  is  currently  legislation  (entitled  Senate  Bill  1602) 
pending  before  the  State  Legislature  which  will  add  a  new  Section 
to  the  Vehicle  Code.  This  Section  will  specifically  enable  local 
jurisdictions  to  boot  or  tow  vehicles  with  five  or  more  unpaid 
parking  tickets,  regardless  of  the  registration  status  of  the 
vehicl  e. 


4.2     SAN  FRANCISCO  CHARTER 

The  San  Francisco  Charter  is  a  comprehensive  document  which 
assigns  authority  for  carrying  out  all  city  functions  to  the 
various    city    agencies.     Implementation    of  recommendations 
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contained  in  this  report  and  consolidation  of  parking  and  traffic 
functions  within  a  single  responsibility  center  will  require 
amending  the  San  Francisco  Charter. 

The  Charter  will  need  to  be  amended  to  allow  for  the 
creation  of  a  Traffic  and  Parking  Commission.  More  specifically, 
all  traffic  functions  which  the  Charter  currently  assigns  to  the 
Department  of  Public  Works,  Department  of  Electricity,  the  Police 
Department  and  the  Purchaser  of  Supplies  will  need  to  be 
transferred  to  the  Traffic  and  Parking  Commission.  The  Charter 
will  need  to  be  amended  to  transfer  operational  authority  for 
off-street  parking  on  park  land  from  the  Department  of  Parks  and 
Recreation  to  the  new  Commission  and  account  for  the  dissolution 
of  the  Department  of  Electricity. 

The  "Rules  of  Order  of  the  Board  of  Supervisors/City  and 
County  of  San  Francisco"  define  the  procedure  for  submitting 
proposed  Charter  amendments  to  the  electorate.  In  order  for  the 
Charter  changes  to  appear  before  the  electorate  in  November  19  86, 
the  proposed  amendments  must  be  introduced  before  the  Board  of 
Supervisors  169  days  before  the  election.  Therefore,  the 
proposal  to  amend  the  Charter  to  allow  for  the  consolidation  of 
parking  and  traffic  functions  within  a  Parking  and  Traffic 
Commission  will  need  to  be  introduced  before  the  Board  of 
Supervisors  on  May  19,  19  86  in  order  to  appear  on  the  November  4, 
19  86  ballot. 


4.3     CITY  ORDINANCES 

The  San  Francisco  Traffic  Code  contains  ordinances  which 
assign  responsibility  for  carrying  out  traffic  functions  relating 
to  curb  markings,  signals,  traffic  regulation  and  citations, 
vehicle  impoundment  and  parking  meter  regulations. 

A  number  of  ordinances  contained  in  the  Traffic  Code  will 
need  to  be  amended  to  become  consistent  with  the  Charter  changes. 
The  consolidation  of  parking  and  traffic  functions  within  a 
single  responsibility  center  requires  amending  existing 
ordinances  to  transfer  specific  parking  and  traffic  functions  to 
the  recently  established  Commission.  Changes  in  ordinances  will 
not  need  to  be  made  until  after  the  Charter  amendment  process. 

There  are,  however,  three  important  ordinance  changes  which 
can  be  implemented  prior  to  amending  the  Charter.  These  changes 
relate  to  the  double  parked  commercial  vehicles  parking  citation 
fine  structure,  the  Residential  Permit  Parking  (RPP)  program,  and 
blocking  intersections 


4.3.1    Double-parked  Commercial  Vehicles 
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Section  22500  and  22502  of  the  California  Vehicle  Code 
addresses  the  issue  of  curb  parking.  Currently,  the  City  of  San 
Francisco  interprets  Vehicle  Code  Section  22502  as  prohibiting 
local  jurisdictions  from  ticketing  double-parked  commercial 
vehicles  actually  involved  in  loading  because  Section  22502(b) 
states  that  commercial  vehicles  may  park  more  than  18  inches  from 
the  curb  if  it  "is  reasonably  necessary  to  accomplish  the  loading 
or  unloading  of  merchandise."  However,  Section  22502(c)  states 
that  "....local  authorities  may,  by  ordinance,  prohibit 
commercial  vehicles  from  stopping,  parking,  or  standing  on  one 
side  of  a  roadway  in  a  business  district  when  the  wheels  of  such 
a  vehicle  are  more  than  18  inches  from  the  curb.  The  ordinance 
shall  be  effective  only  if  signs  are  placed  in  the  areas  to  which 
it  is  applicable,  clearly  indicating  the  prohibition."  Other 
California  cities  interpret  Section  22502(c)  of  the  Vehicle 

Code  to  permit  local  jurisdictions  to  prohibit  commercial 
vehicles  from  parking  more  than  18  inches  from  the  curb,  by 
posting  appropriate  signs. 


4.3.2    Parking  Ticket  Fines  and  Penalties 

The  establishment  of  a  parking  ticket  fine  structure  at  a 
sufficiently  high  level  is  an  effective  way  to  deter  people  from 
parking  illegally  and  pay  their  fines  on  time.  Presently,  the 
City  of  San  Francisco  imposes  a  three  dollar  fine  on  tickets  when 
a  legal  notice  is  sent  to  violators  who  have  not  paid  their 
tickets.  This  notice  is  sent  60  to  90  days  after  issuance.  An 
additional  penalty  of  $12  is  added  only  after  a  state  DMV 
restriction  is  placed  against  the  vehicle.  This  penalty 
structure  is  relatively  low  compared  to  fines  imposed  in  other 
major  cities.  The  current  penalty  structure  does  not  provide 
sufficient  incentive  for  a  violators  to  pay  his/her  fines  in  a 
timely  manner. 


4.3.3     Residential  Permit  Parking  Program 

The  residential  permit  parking  program  is  a  special 
privilege  which  the  City  of  San  Francisco  grants  to  neighborhood 
residents.  At  the  present  time  vehicle  owners  are  only  required 
to  present  proof  of  residency  in  the  RPP  area  in  order  to  obtain 
a  residential  parking  permit.  The  current  eligibility  criteria 
should  be  tightened  to  restrict  permits  to  vehicles  registered  in 
the  RPP  district,  except  for  the  current  special  classes. 


4.3.4     Intersection  Control  Officers  (ICOs) 

Currently,  the  San  Francisco  Traffic  Code  does  not  allow 
civilians  to  cite  or  ticket  vehicles  for  obstructing 
intersections.     As  a  result,   no  authority  to  enforce  Section 
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22450  of  the  State  Vehicle  Code  which  makes  it  illegal  to  stop  in 
an  intersection. 


4.4  RECOMMENDATIONS 

A  summary  of  our  legislative  recommendations  are  discussed 
below. 

1.         ENDORSE   SENATE  BILL  1602    TO   SPECIFICALLY  AUTHORIZE 
BOOTING 

Senate  Bill  1602  will  add  Section  22651.7  to  the 
Vehicle  Code  and  allow  for  booting  and/or  towing  of 
vehicles  with  five  or  more  unpaid  parking  tickets  regardless 
of  the  registration  status  of  the  vehicle.  It  is 
recommended  that  the  City  of  San  Francisco  officially 
endorse  SB1602.  Upon  passage  of  SB1602,  the  City  should 
amend  local  ordinances  to  allow  for  the  implementation  of  a 
booting  program. 


2.       INITIATE  THE  CHARTER  AMENDMENT  PROCESS 

Amend  the  Charter  to  allow  for  the  creation  of  a 
Parking  and  Traffic  Commission,  and  for  the  consolidation  of 
all  parking  and  traffic  functions  within  the  new  Commission. 


3.         MAKE    EXISTING    ORDINANCES    CONSISTENT   WITH  CHARTER 
AMENDMENTS 

A  general  review  of  existing  ordinances  should  be 
conducted  to  ensure  that  functional  assignments  are 
consistent  with  Charter  amendments  and  reflect  the  current 
organizational  structure. 


4.       ESTABLISH   AN   ORDINANCE  TO  PROHIBIT  COMMERCIAL  VEHICLES 
FROM  DOUBLE-PARKING 

Establish  an  ordinance  to  prohibit  commercial  vehicles 
from  parking  more  than  18  inches  from  the  curb  in  the 
Downtown  Business  District  by  posting  appropriate  signs. 
However  the  posting  of  these  restriction  should  be  part  of 
an  overall  review  of  parking  regulations. 


5.       REVISE     THE     PARKING    VIOLATION     DELINQUENT  PAYMENT 
ORDINANCE 
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The  current  ordinance  should  be  revised  to  add  a  ten 
dollar  penalty  to  all  tickets  not  paid  after  6  0  days. 


6.       RESIDENTIAL   PERMIT  PARKING  PROGRAM 

The  current  eligibility  criteria  should  be  changed  to 
issue  residential  parking  permits  only  to  vehicles 
registered  in  the  permit  district  except  for  those 
designated  as  special  classes. 


7.       ALLOW    CIVILIANS    TO    CITE    VEHICLES    FOR  BLOCKING 
INTERSECTIONS 

The  current  traffic  code  should  be  revised  to  allow 
civilian  to  cite  a  vehicle  for  blocking  an 
interse ction. 
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5.0     STREET  MANAGEMENT 


The  urban  street  is  one  of  the  most  sought  after  resources 
controlled  by  a  city.  A  typical  city  street  can  be  called  upon 
to  serve  a  variety  of  competing  needs  including: 


This  limited  resource  must  be  comprehensively  and  proactively 
managed  to  ensure  that  it  benefits  the  greatest  number  and  widest 
range  of  users  and  avoids  potentially  adverse  traffic  and  parking 
situations.  Well-designed  traffic  and  parking  regulations  allow 
a  city  to  serve  these  diverse  needs  through  time  sharing  and  the 
allocation  of  street  and  curb  space. 

In  San  Francisco,  the  allocation  of  street  space  among 
various  competing  needs  is  a  complex  process  involving  a  large 
number  of  agencies,  each  with  different  agendas  and  levels  of 
available  resources.  The  often  unresponsive  regulations  that 
result  do  not  always  meet  the  needs  of  area  citizens  and 
businesses  nor  do  they  achieve  their  intended  transportation 
benef  its. 

The  remainder  of  this  section  will  discuss  the  managerial 
and  operational  aspects  of  the  street  management  process.  The 
section  is  divided  into  four  parts.  The  first  addresses  traffic 
and  parking  regulations  while  the  second  discusses  the 
implementation  and  maintenance  of  those  regulations  through  the 
use  of  signs,  signals,  and  markings.  Because  of  their  special 
importance,  the  parking  meter  and  residential  permit  parking 
programs  are  discussed  in  two  separate  subsections. 


5.1     TRAFFIC  AND  PARKING  REGULATIONS 

The  most  accessible  and  effective  tools  available  to  a  city 
for  the  control  of  street  space  are  the  traffic  and  parking 
regulations  it  writes  and  implements.  The  determination  of 
traffic  direction,  the  delineation  of  turn  lanes,  and  the  timing 
of  traffic  signals  are  just  a  few  of  the  techniques  available  to 
City  transportation  planners  to  improve  traffic  flow.  In 
addition,  curb  space  can  be  used  for  other  purposes  such  as 
parking  during  non-peak  traffic  flow  periods  and  restricted 
during   peak   periods.    On-street   parking   can    be   regulated  by 
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Traffic  movement 

On-street  parking 

Bus  movement  and  stops 

Loading  and  unloading  of  goods 

Taxi  stands 

Fire  and  emergency  service 
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placing  parking  meters  which  determine  time  restrictions  and  set 
a  monetary  value  on  the  use  of  the  space,  thus  increasing 
turnover.  The  city  serves  other  traffic  needs  by  establishing  bus 
stops,  loading  zones,  and  taxi  stands.  Finally,  regulations 
define  corner  clearances  essential  for  traffic  and  pedestrian 
safety  and  emergency  vehicle  access. 

Well-designed  parking  regulations  allow  a  city  to  meet  these 
diverse  demands  through  time  sharing  and  the  allocation  of  curb 
space.  Regulations  become  the  focal  point  for  the  effective  and 
dynamic  management  of  this  limited  resource. 


5.1.1  Findings 

Traffic  conditions  in  San  Francisco  are  generally  good  in 
comparison  to  other  major  cities,  a  situation  which  is  the  direct 
result  of  City  policies  investing  heavily  in  new  transit  capacity 
and  service  while  not  adding  new  highway  capacity.  However,  the 
effective  use  of  parking  regulations  to  further  improve  traffic 
conditions  has  lagged  behind.  The  prime  reasons  are  the  lack  of 
a  single  agency  responsible  for  parking  regulations  and  a 
reactive  approach  to  regulation  enforcement  and  change.  The 
remainder  of  this  subsection  discusses  our  findings  on 
organization,  management,  operations,  and  coordination. 


Organization  and  Management 

Primary  responsibility  for  the  analysis  and  development  of 
traffic  and  parking  regulations  is  shared  by  the  following  three 
agencies : 

o        The  Department  of  Public  Works,   Bureau  of  Engineering, 
Traffic  Engineering  Division 

o        The  Public  Utilities  Commission,   Municipal  Railway, 
Planning  Division 

o        The  Department  of  City  Planning,  Transportation  Section 


DPW  Traffic  Engineering  Division;  The  Division,  with  its 
staff  of  57,  is  a  small  part  of  DPW  (1,800+  persons)  dedicated  to 
the  safe  and  efficient  movement  of  people,  goods  and  services 
throughout  the  City's  street  network.  The  Division's  15 
engineers  conduct  the  bulk  of  the  regulatory  analysis  work.  There 
are  an  additional  six  vacant  engineer  positions,  but  insufficient 
funding  to  fill  these  positions.  Technicians  account  for  another 
18  of  the  57  positions.  Their  duties  include  drafting,  field 
investigations,   and  traffic  counting. 
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The  Division  is  comprised  of  four  sections:  1)  operations, 
2)  design,   3)  planning,   and  4)  sign  shop. 

Traffic  regulation  analysis  is  shared  by  the  operations  and 
planning  sections.  The  engineers/analysts  are  not  assigned 
specific  specialties  (such  as  parking  meters  or  residential 
permit  parking)  nor  are  they  assigned  particular  geographical 
areas.  This  does  not  allow  the  engineers  to  focus  on  a 
particular  area  and  learn  fully  about  its  issues  and  needs. 

The  transfer  of  the  curb  painting  program  from  the  Police 
Department  to  the  Division  with  no  staffing  additions  has  further 
increased  workloads.  This  program  alone  generates  100  requests 
per  month  and  includes  a  manual  billing  and  collection  effort. 
The  City  charges  citizens  for  curb  painting  to  indicate  certain 
parking  restrictions.  The  Division's  responsiveness  to  traffic 
and  parking  requests  thereby  suffered  last  year.  The  percent  of 
responses  to  requests  completed  within  20  days  fell  from  over  80% 
to  less  than  70%. 

Primarily  due  to  these  high  workloads  and  staff  shortages, 
the  Division  has  developed  a  reactive  approach  to  regulations. 
Little  or  no  community  outreach  effort  takes  place.  In  addition, 
the  Division  holds  responsibility  for  both  parking  and  traffic 
regulations.  Given  the  higher  priority  assigned  to  traffic 
matters,  current  parking  regulations  are  no  longer  calibrated  to 
the  demands  of  area  land  users,  This  further  increases  the 
enforcement  gap  because  relevant  regulations  are  generally  not 
vigorously  enforced. 

MUNI.  Planning  Division!  The  Municipal  Railway  (MUNI)  has  an 
internal  planning  division  responsible  for  transit  route  and 
service  planning,  bus  stop  placement,  development  of  traffic 
engineering  concepts  to  aid  transit,  and  liaison  with  other  City 
agencies.  The  Division  develops  concepts  for  internal  review  and 
then  brings  them  to  the  inter-departmental  committees  (discussed 
below)   for  concurrence. 

The  development  of  acceptable  bus  priority  treatments  and 
the  consolidation  of  bus  stops  has  proceeded  at  a  measured  pace. 
The  advocacy  position  of  MUNI  staff  and  public  concern  over 
certain  measures  have  contributed  to  a  delay  in  implementation. 


Department  of  city  Planning.  Transportation  Section:  The 
Transportation  Section  fills  two  major  roles:  to  develop 
transportation  policy  within  the  guidelines  established  by  the 
Board  of  Supervisors  and  to  monitor  implementation  efforts  to 
ensure  consistency  with  transportation  policy.  Traditionally, 
City  Planning  takes  a  primary  role  in  establishing  overall 
transportation  policy  for  the  City.  The  location  and  small  land 
area  of   the  City  intensifies  the   always  strong  relationship 
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between  land  use  and  transportation.  The  Section's  approach 
ensures  that  transportation  programs  are  designed  to  serve  land 
use  objectives.  San  Francisco's  success  in  limiting  vehicular 
traffic  growth  demonstrates  the  usefulness  of  this  approach. 

Again,  the  Section  has  taken  an  active  role  in  monitoring 
the  implementation  of  policies.  The  competition  for  street  use 
has  often  placed  City  Planning  in  a  position  of  referee  among 
conflicting  viewpoints.  This  has  further  pulled  them  away  from  a 
purely  policy  planning  role  and  has  made  them  an  active  partner 
in  the  development  of  specific  solutions. 


Coordination 

Coordination  among  these  multiple  agencies  is  achieved 
through  the  work  of  the  following  three  inter-departmental 
committees : 

o        The    Inter-Departmental    Committee    on    Traffic  and 
Transportation  (IDCOTT) 

o        The  Transit  Preferential  Streets  (TPS)  Committee 
o        The  Transportation  Policy  Group  (TPG) 


IDCOTT;  Once  concepts  are  developed  within  a  specific 
agency,  they  are  presented  to  the  Inter-Departmental  Committee  on 
Traffic  and  Transportation  (IDCOTT).  This  staff-level  committee 
is  chaired  by  Traffic  and  includes  City  Planning,  Police,  Fire, 
MUNI  Planning,  and  MUNI  Operations.  It  meets  weekly  and  addresses 
day-to-day  operational  issues.  Other  agencies  attend  these 
meetings  if  there  are  issues  affecting  their  particular 
operation.  The  focus  of  the  committee  is  to  react  to  and  review 
proposals  to  ensure  that  all  affected  parties  are  aware  of 
pending  actions. 


H_E£:  Transit  priority  projects  have  always  required  the 
special  coordination  of  a  number  of  agencies.  The  Transit 
Preferential  Streets  (TPS)  Committee  was  established  to  develop, 
implement,  and  monitor  a  variety  of  traffic  improvement  measures 
designed  to  facilitate  transit  operation  performance.  With 
funding  provided  by  the  United  States  Department  of 
Transportation,  a  new  coordinator  was  hired  last  year  and  the 
committee  is  once  more  taking  an  active  role.  The  coordinator 
works  for  the  Department  of  City  Planning  and  chairs  this  staff- 
level  committee.  Other  participants  include  staff  from  Traffic, 
MUNI  Planning,  and  Police.  Current  efforts  by  the  TPS  have 
focused  on  improving  traffic  flow  through  signal   timing  changes 
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and  through  better  enforcement  of  illegal  parking  (primarily 
double-parking  and  parking  in  bus  stops  which  has  created 
significant  transit  service  delays  along  many  routes). 

.1EQ:  Unresolved  issues  and  policy  decisions  are  handled  by 
the  Transportation  Policy  Group  (TPG).  This  committee  consists  of 
department  heads  from  City  Planning,  Police,  the  Department  of 
Public  Works,  Parking  Authority,  and  the  Public  Utilities 
Commission  (PUC).  The  Director  of  City  Planning  chairs  the 
committee  in  his  departmental  role  of  providing  overall 
transportation  policy  direction.  TPG  meets  only  upon  demand. 
Unresolved  issues  then  go  to  the  Mayor  and  the  Board  of 
Supervisors. 

While  communication  among  the  various  agencies  appears  to  be 
good,  this  multiple  agency  approach  to  developing  traffic  and 
parking  rgulations  leaves  no  one  agency  in  charge  and  fosters  a 
reactive  approach.  The  City  is  perceived  as  unresponsive  to 
citizen  and  business  concerns  by  not  anticipating  needs  and 
developing  solutions  proactively. 

Several  occurences  serve  to  illustrate  this  point.  Recently 
a  series  of  measures  to  improve  traffic  conditions  downtown 
during  the  afternoon  peak  period  were  proposed  including  a  review 
of  yellow  or  loading  zones.  This  review  was  required  because  no 
adequately  staffed  and  proactive  regulatory  program  ensured,  on  a 
continuing  basis,  the  optimum  mix  of  parking  regulations  among 
red,  yellow,  blue,   white,  green,  and  metered  zones. 

The  major  motivation  behind  this  proposal  was  the  high 
number  of  commercial  vehicles  double-parking  while  loading  and 
unloading  in  Downtown.  City  Planning,  Traffic,  MUNI,  Police,  and 
Downtown  business  associations  all  point  to  this  behavior  as  a 
major  cause  of  congestion.  Double-parking  by  commercial  vehicles 
is  not  enforced  by  the  Police  because  of  their  interpretation  of 
the  State  Vehicle  Code  (Section  22502[b])  which  allows  commercial 
vehicles  to  park  more  than  18  inches  from  the  curb  while  loading 
and  unloading.  However,  State  Vehicle  Code  (Section  22502[c]) 
allows  municipalities  to  prohibit  double-parking  by  commercial 
vehicles  through  local  ordinance  if  the  restriction  is  posted  on 
signs  on  the  individual  street.  This  provides  a  very  good  example 
of  an  easy  solution  to  a  recognized  problem  which  is  not  being 
implemented  due  to  the  lack  of  focused  proactive  effort  directed 
toward  traffic  and  parking  regulations. 

A  similar  case  in  the  City's  neighborhoods  is  demonstrated 
by  the  recently  completed  "Proposed  5-Year  Action  Plan  for 
Neighborhood  Parking."  The  plan,  prepared  by  the  Department  of 
City  Planning  in  cooperation  with  the  Parking  Authority,  is  a 
blueprint  for  constructing  neighborhood  off-street  parking 
facilities  in  conjunction  with  changing  on-street  regulations  to 
provide   a  way   to  increase  parking  opportunities  in  selected 
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commercial  districts.  The  plan  shows  that  202  additional  on- 
street  parking  spaces  could  be  created  in  10  commerical  districts 
through  simple  and  inexpensive  regulatory  changes.  This  indicates 
the  current  lack  of  aggressive  traffic  and  parking  regulatory 
programs  which  anticipate  needs  and  develop  solutions. 


5.1.2  Recommendations 

Overall,  the  City  must  develop  an  adequately  staffed  traffic 
and  parking  regulatory  program  designed  to  proactively  manage  the 
street  space  by  anticipating  needs  and  developing  solutions  which 
are  responsive  to  current  needs.  A  summary  of  our  findings  and 
proposed  recommendations  are  found  in  Exhibit  5-1.  A  further 
discussion  of  our  recommendations  is  found  below. 


1.  ASSIGN  RESPONSIBILITY  FOR  TRAFFIC  REGULATIONS  TO  THE 
NEW  TRAFFIC  AND  PARKING  COMMISSION  UNDER  THE  BUREAU 
OF  TRAFFIC 

Both  parking  and  traffic  regulations  are  currently 
managed  by  the  Traffic  Engineering  Division.  This  Division 
should  be  upgraded  to  a  Bureau  of  Traffic  in  the  new  Traffic 
and  Parking  Commission.  This  new  Bureau  will  focus  totally 
on  traffic  control  and  regulation  and  will  be  relieved  of 
responsibility  for  parking  regulation.  Details  on  the 
recommended  organizational  structure  and  staffing  levels  are 
found  in  Appendix  B.  Both  City  Planning  and  MUNI  Planning 
should  be  able  to  reduce  their  involvement  in  the 
development  of  traffic  regulations  under  this  more  focused 
approach.  City  Planning  will  continue  in  its  policy  guidance 
role. 


2.  ASSIGN  RESPONSIBILITY  FOR  PARKING  REGULATIONS  TO  TB£ 
NEW  TRAFFIC  AND  PARKING  COMMISSION  UNDER  THE  BUREAU  OF 
PARKING. 

All  responsibl ity  for  parking  regulations  should  be 
assigned  to  the  Bureau  of  Parking,  On-Street  Division. 
Within  this  Division,  three  new  units  will  be  created:  one 
responsible  for  parking  meters,  one  for  residential  parmit 
parking,  and  one  for  non-metered  curb-space  parking 
regulations.  This  will  concentrate  the  resources  needed  to 
successfully  manage  each  of  these  three  parking  programs. 
The  parking  meter  and  residential  permit  parking  program  are 
futher  discussed  in  the  last  two  subsections  of  this  chapter. 


3.        FILL  VACANT  TRAFFIC  ENG INEERING  POSITIONS 
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One  major  reason  behind  the  current  reactive  approach 
to  regulatory  analysis  is  the  lack  of  adequate  staff.  By 
filling  the  six  (6)  current  traffic  engineering  vacancies, 
the  new  Traffic  and  Parking  Commission  would  have  adequate 
staff  strength  to  develop  a  truly  proactive  program. 


4.       BEGIN  A  SYSTEMATIC  REVIEW  OF  CURRENT  REGULATIONS 

Existing  parking  regulations  are  no  longer  calibrated 
to  meet  local  needs.  A  systematic  review  of  current 
regulations  focusing  on  the  Downtown  and  neighborhood  shop- 
ping districts  should  be  started.  In  Downtown,  yellow  zones 
are  the  obvious  first  priority. 

In  neighborhood  commercial  districts,  a  public/private 
process  complete  with  area  project  teams  should  be  developed 
to  revise  current  parking  and  traffic  regulations.  The  in- 
volvement of  local  merchants,  citizens,  and  government  of- 
ficials is  crucial  to  the  success  of  this  kind  of  effort. 
The  5-Year  Action  Plan  provides  an  excellent  starting  point 
and  the  consolidation  of  all  parking  functions  into  one 
Bureau  will  increase  its  chances  for  success  —  and  for 
replication  in  other  districts. 


5.        CHANGE  THE  EMPHASIS  OF  COMMITTEES 

Currently,  all  the  coordinating  committees  perform  in  a 
generally  reactive  fashion.  Their  emphasis  needs  to  be 
changed  to  a  proactive  approach.  Each  committee  should  focus 
on  anticipating  issues  rather  than  on  responding  to  day-to- 
day operational  concerns. 

Membership  on  the  various  committees  will  change  based 
upon  the  transfer  of  responsibilities  to  a  new  Traffic  arrci 
Parking  commission.  These  changes  are  shown  on  Exhibit  5-1. 


6.        ENACT    AN    ORDINANCE    TO    PROHIBIT    DOUBLE-PARKING  OF 
COMMERCIAL  VEHICLES 

The  City  should  enact  an  ordinance  to  prohibit  the 
double-parking  of  commercial  vehicles.  The  prohibition  would 
only  apply  to  streets  where  signs  have  been  posted  to  inform 
vehicle  operators  of  the  restrictions.  The  placement  of 
restrictions  should  take  place  in  part  of  the  regulatory 
review  conducted  in  Downtown  and  NCDs. 
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7.       DEVELOP    REQUIREMENTS    FOR    AN    AUTOMATED  REGULATIONS 
SUPPORT  SYSTEM 

The  requirements  for  an  intergrated  and  computerized 
regulations  support  system  should  be  developed.  This  system 
should  tie  together  the  current  work  order  system  and 
address  the  tracking  and  billing  needs  of  the  curb-painting 
program. 
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5.2     SIGNALS,    SIGNS  AND  MARKINGS 

One  often  overlooked  aspect  of  street  management  is  the 
actual  implementation  of  regulations.  The  intent  of  the 
regulations  is  conveyed  to  the  public  through  traffic  control 
devices  which  take  the  form  of  traffic  signals,  signs,  and 
roadway  markings.  The  timely  and  correct  implementation  and 
maintenance  of  these  devices  is  crucial  to  traffic  safety  and 
control. 

An  important  measure  of  how  citizens  view  a  City 
government's  responsiveness  to  their  needs  lies  in  the  City's 
ability  to  respond  in  emergency  situations  to  malfunctions  in  the 
signal  system  or  to  knockdown  or  damage  of  regulatory  signs  (such 
as  stop  and  one-way  signs). 

The  second  aspect  of  City  responsiveness  is  its  ability  to 
follow  through  with  the  implementation  of  promised  changes  in 
regulations.  Months  of  planning  effort  and  consensus  building  on 
the  part  of  City  staff  and  citizens  can  be  lost  because  of  delays 
in  implementation. 

The  remainder  of  this  subsection  discusses  our  findings  and 
recommendations  in  the  three  areas  of  traffic  signal  maintenance^ 
signs,   and  markings. 


5.2.1  Findings 

Overall,  San  Francisco  does  a  very  good  job  in  all  three 
areas.  Despite  some  fragmentation  of  responsibility  and  some 
under  staff ing,  the  implementation  and  maintenance  of  traffic 
control  devices  is  done  in  a  responsive  and  timely  fashion. 


Traffic  Signal  Maintenance 

Organization;  The  Department  of  Electricity  has  a  unit 
within  its  electrical  section  responsible  for  the  maintenance  of 
the  signal  system.    The  14-person  unit  is  staffed  as  follows 

o       One  general  supervisor 
o       One  supervisor 
o       One  machinist 
o       One  painter 
o        Two  linemen 

o        Eight  journeymen  electricians. 

The  eight  union  electricians  perform  the  bulk  of  the 
maintenance  work  during  normal  working  hours.  The  two  linemen 
handle  emergency  situations  in  off  hours.  New  signals  are 
installed  by  contractors. 
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While  good  communications  exist  between  the  traffic 
engineers  and  the  signal  maintenance  unit,  the  current 
arrangement  fragments  responsibility.  As  other  priorities  arise 
in  the  Department  of  Electricity,  resources  can  be  diverted  from 
signal  maintenances.  The  focus  on  traffic  management  is  lost. 


Operations :  The  City  has  951  traffic  control  signals.  Of 
these,  901  are  fixed-time  three  dial  signals  while  50  are 
activated  by  vehicle  detectors.  Each  dial  on  the  fixed-time  three 
dial  signals  provides  a  separate  timing  plan  for  the  intersection 
base  on  the  time  of  day.  All  of  the  intersection  control 
mechanisms  are  either  electromechanical  or  the  solid-state 
equivalent  of  well-proven  and  reliable  models.  The  signals  are 
interconnected  in  groups  to  provide  coordinated  traffic  flow. 
The  largest  signal  group  is  found  in  Downtown  and  consists  of 
approximately  250  signals.  No  part  of  the  system  has  been 
computerized. 

There  has  been  a  trend  across  the  country  to  replace  older 
traffic  signal  systems  with  sophisticated  computerized  systems. 
These  newer  systems  require  skilled  technicians  and  produce  only 
slightly  better  results  than  a  well-timed  and  maintained 
interconnected  mechanical  system. 

The  signals  in  San  Francisco  are  well- maintained.  Emergency 
response  is  good.  Eighty-six  percent  (86%)  of  all  reported 
outages  are  repaired  within  one  hour.  Signal  controllers  are 
serviced  every  four  years.  The  group  relamping  program  replaces 
all  red  and  green  lamps  every  year.  This  service  level  is 
provided  despite  a  low  number  of  maintenance  staff  per  signal  (1 
repairer  per  63  signals)  versus  a  national  average  of  1  repairer 
per  39  signals.  The  number  of  electricians  has  steadily  fallen 
from  twelve  in  1974  (when  the  City  operated  800  signals),  to 
today's  strength  of  eight.  The  relative  simplicity  of  the  system 
is  one  reason  why  service  has  been  maintained.  However, 
additional  staff  is  needed. 


Organization:  The  Sign  Shop  within  the  DPW  Traffic 
Engineering  Division  is  responsible  for  the  installation  and 
maintenance  of  traffic  and  parking  regulatory  signs.  The  25 
person  staff  consists  of: 


Signs 


o 
o 
o 


o 


One  sign  shop  supervisor 
Two  street  inspectors 
Five  technicians 
Fourteen  installers 
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o        Three  clerks 


The  street  inspectors  provide  supervision  and  the  technicians 
help  spot  sign  locations.  The  installers  work  as  one-person 
crews.  Contractors  provide  pre-printed  standard  signs  to  the 
unit. 


Operations;  The  Sign  Shop  has  an  excellent  record  for  the 
timely  installation  of  signs  with  an  average  work  backlog  of 
between  four  and  five  days.  Most  cities  are  generally  backlogged 
three  to  four  weeks  or  even  longer  in  extreme  cases.  Besides 
good  management,   several  factors  help  the  City's  sign  shop: 


o       Use   of   purchased   signs    relieves    the    unit    of  sign 
production  duties 

o        Signage   needs   are  less   due   to  wide    use   of  curb 
painting 

o        One-person  installation  crews  are  used,  thus  maximizing 
human  resources 


The  workload  is  managed  by  an  internally  developed  computer 
system  which  generates  work  orders  for  the  installers. 
Unfortunately,  there  is  no  formal  process  to  coordinate  parking 
meters,  signs,  and  curb  painting.  The  fragmentation  of 
responsibilities  makes  such  coordination  difficult. 


Markings 

The  DPW  Bureau  of  Building  Repairs  installs  lane  markings 
and  paints  curbs  for  the  City.  These  union  painters  work  inside^ 
during  the  winter  and  work  outside  (i.e.  painting  curbs)  during 
the  summer.     Contractors  have  been  used  in  the  past. 

The  high  demand  for  curb  painting  (about  100  special 
requests  per  month)  make  this  a  definite  management  challenge. 
With  DPW  Traffic  Engineering  Division  doing  the  planning,  close 
coordination  is  required. 


5.2.2  Recommendations 

The  services  provided  by  the  various  agencies  are  good.  The 
Sign  Shop  stands  out  by  any  standard.  However,  the  close 
coordination  required  to  manage  this  multiple  agency  effort  could 
be  simplified  by  consolidating  the  functions  into  one  agency. 
A  summary  of  our  findings  and  recommendations  is  found  in  Exhibit 
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5-2.     Our  detailed  recommendations  follow: 


1.  COMBINE  RESPONSIBILITY  FOR  SIGNALS,  SIGNS  AND  MARKINGS 
IN  THE  NEW  TRAFFIC  AND  PARKING  COMMISSION,  BUREAU  OF 
TRAFFI C 

The  traffic  signal  maintenance  unit  in  the  Department 
of  Electricity  and  the  operational  management  of  curb 
painting  in  DPW  Bureau  of  Building  Repair  should  be 
transferred  to  the  Bureau  of  Traffic.  A  new  Division  which 
combines  all  three  functions  would  be  created. 


2.       HIRE  ONE  NEW  SIGNAL  MAINTENANCE  ELECTRICIAN 

At  least  one  additional  signal  maintenance  electrician 
should  be  hired  to  increase  signal  system  coverage.  This 
will  raise  the  margin  of  safety  and  ensure  the  continued 
reliability  of  the  system. 


3.       USE  A  CONTRACTOR  FOR  CURB   PAINTING  AND  LANE  MARKING 

The  City  should  expand  the  practice  of  using 
contractors  by  contracting  for  curb  painting  and  lane 
marking.  This  should  help  reduce  costs  and  allow  the 
function  to  be  managed  by  the  Bureau  of  Traffic  The  DPW 
Bureau  of  Building  Repair  involvement  would  be  phased  out. 


4.     MONITOR   TECHNOLOGICAL    CHANGES    IN    TRAFFIC  CONTROL 
TECHNOLOGY 

The  City  should  monitor  changes  in  the  use  of  microchip 
technology  in  the  control  of  signalized  intersections.  As 
the  technology  is  proven,  the  City  should  consider  the 
replacement  of  its  current  intersection  controllers  in  the 
f  ut  ure. 


5.       DEVELOP  AN  INTEGRATED  MANAGEMENT  INFORMATION  SYSTEM 

The  entire  process  of  installing  and  maintaining 
traffic  control  devices  requires  accurate  recordkeeping. 
With  the  exception  of  the  Sign  Shop,  all  recordkeeping  has 
increased,  with  impacts  on  productivity.  System  requirements 
for  a  computerized  management  information  system  which 
integrates  these  functions  together  should  be  developed  for 
implementation. 
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5.3     PARKINS  METER  PROGRAM 


An  efficient  parking  meter  program  is  a  major  component  of 
an  effective  transportation  and  parking  management  effort.  Since 
curb  space  is  at  a  premium,  it  is  essential  that  this  resource  be 
regulated  in  a  manner  designed  to  serve  the  needs  of  the  abutting 
businesses.  In  cities  like  San  Francisco,  with  a  wide  variety  of 
land  uses  and  high  population  densities,  designing  regulations 
that  strike  the  correct  balance  among  meeting  the  needs  of  all 
the  users  becomes  even  more  important. 

A  city,  in  order  to  tailor  regulations  to  street  uses,  must 
calibrate  meter  time  limits  and  rates  to  take  into  account  the 
more  specific  needs  of  the  local  businesses.  For  example,  an 
institutional  area,  close  to  San  Francisco  State  University,  for 
example,  may  warrant  meters  with  a  three-hour  time  limit. 
Conversely,  a  bank  or  a  dry  cleaners  may  be  better  served  by  a 
thirty- minute  limit.  Close  to  Fisherman's  Wharf  and  Downtown,  ^a 
dollar-per-hour  meter  rate  would  make  sense  in  order  to  increase 
turnover.  However,  such  a  rate  would  unnecessarily  inconvenience 
users  of  lower-density  commercial  areas,  like  the  Sunset 
Di  st  r  i  ct .  ;- 

Finally,  while  increasing  short-term  usage  of  meters,  the 
well-run  meter  program  must  provide  a  healthy  net  profit  to  a 
city.  Cost-effective  meter  operations  can  easily  show  more  than  a 
one-to-ten  cost/benefit  ratio. 


5.3.1  Findings 

Organization  and  Management 

Currently,  five  City  departments  divide  responsibility  for 
parking  meter  functions.  The  five  departments  or  agencies 
sharing  responsibilities  are  as  follows: 

o       The  Department  of  Public  Works   (Traffic  Engineering 

Division) . 
o       The  Department  of  Electricity, 
o        The  Office  of  the  Tax  Collector, 
o        The  Police  Department, 
o        The  Parking  Authority. 

As  a  result  of  this  fragmentation,  no  one  manager  is 
responsible  for  program  direction  or  administration.  This  results 
not  only  in  a  lack  of  focus  and  direction,  but  also  in  an  absence 
of  accountability.  As  a  result,  the  program  is  not  reaching  its 
full  potential. 
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Operations 


J?l£DJiij)£_£D£_AdJDiui£±j:£±i£.n :  The  Traffic  Engineering 
Division  within  the  Department  of  Public  Works  plans  and 
administers  the  meter  program.  Presently,  no  one  group  is 
responsible  for  meter  planning  on  a  full-time  basis.  The 
existing  staff  respond  to  all  requests  for  traffic  and  parking 
regulation  activity  (i.e.,  curb  painting,  traffic  sign  orders, 
etc),  not  just  to  meter  regulation  and  enforcement. 

Parking  meter  activities  are  reactive;  that  is,  they  are 
initiated  solely  based  on  complaints  or  requests  for  changes  in 
inventory,  rates,  or  hours  of  operation.  No  comprehensive 
strategy  exists  to  focus  citywide  effort  toward  maximizing  the 
use  of  curb  space  in  San  Francisco's  neighborhoods.  The  lack  of 
initiative  is  exemplified  by  the  fact  that  no  new  meter  districts 
have  been  added  in  the  City  since  19  84. 

No  marketing  and/or  public  information  efforts  exist  to  ?_ 
explain  the  importance  of  parking  meters  or  their  enforcement. 
When  this  vital  educational  process  is  left  to  chance,  eithe^ 
nothing  happens  or  the  public  receives  the  wrong  messages.  j| 

Meter  Maintenance:  The  parking  meter  maintenance  unit  withiS 
the  Department  of  Electricity  currently  has  a  staff  of  19  people 
including  one  head  supervisor,  one  field  supervisor,  nine  shop 
machinists,  and  eight  field  repairers.  This  unit  is  responsible 
for  all  maintenance  and  installation  of  the  City's  17,372  parking 
meters. 

The  City's  seventeen  maintenance  routes  vary  in  size  from 
650  to  1350  meters  per  route.  Each  repairer  is  responsible  for 
"patrolling"  his  or  her  route  on  foot  each  day  and  repairing 
every  broken  meter  that  is  observed  or  that  is  relayed  to  him  as 
a  complaint.  The  response  time  on  fixing  reported  broken  meters 
is  24  hours  or  less.  Our  experiences  in  other  cities  indicate 
that  the  combined  field  and  shop  repair  should  be  staffed  with  a" 
ratio  of  one  repairer  for  every  2000  meters.  San  Francisco'^ 
staffing  ratio  is  one  repairer  (field  and  shop)  for  less  than 
1000  meters. 

In  the  month  of  December,  1985,  17,3  24  maintenance  actions 
occurred.  Over  50%  of  these  were  to  fix  jammed  meters.  The  high 
percentage  of  jammed  meters  is  due  to  the  fact  that  6,300  meters 
have  automatic  mechanisms.  These  meters  have  more  moving  parts 
and  are  highly  vulnerable  to  jamming. 

Currently,  no  systematic  preventative  maintenance  program 
exists  which  would  help  lower  the  incidence  of  jams. 
Approximately  ten  to  fifteen  percent  of  the  meters  are  given 
preventative  maintenance  annually  as  the  meter  is  repaired  for 
some  mechanical  problem.  Concurrently,   shop  machinists  spend 
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approximately  70%  of  their  time  in  non-meter  functions  such  as 
traffic-signal  maintenance.  The  low  priority  assigned  to  meters 
in  the  shop  contributes  to  the  inability  to  initiate 
comprehensive  preventative  maintenance  systems. 

Finally,  shop  machinists  and  field  repairers  have  no 
standard  operating  procedures  to  guide  their  activities.  While 
program-wide  performance  goals  are  outlined  in  the  Department's 
Program  Performance  Assessment  (conducted  annually),  individual 
performance  standards  have  not  been  developed. 

Meter  Collections  and  Counting;  Meter  money  collections  and 
counting  is  performed  by  contract  and  is  monitored  by  the  Tax 
Collector's  office.  The  contract  monitor,  besides  ensuring 
contract  compliance,  sets  collection  routes,  tracks  revenue, 
identifies  security  breaches,  and  reviews  operational  procedures. 

The  meter  collection  contractor  collects  from  each  meter 
every  four  days  at  a  cost  of  $0.21  per  meter  collected.  Each 
collection  route  includes  914  meters  and  approximately  620  meters 
are  emptied  by  each  collector  daily.  Standard  operating 
procedures  have  been  set  but  lack  the  proper  controls  needed  fcj: 
close  monitoring.  ^ 

The  coin  counting  function  is  performed  by  a  second 
contractor  at  a  price  of  $10.50  per  canister.  The  contract 
therefore  pays  the  contractor  approximately  $6,000  per  month,  a 
relatively  high  cost  when  compared  to  in-house  counting 
operations  in  similarly-sized  systems  around  the  country.  No 
standard  procedures  exist  to  regulate  counting  activities. 

Meter  Security:  At  present,  no  unit  is  fully  dedicated  to 
maintaining  security  in  the  San  Francisco  meter  program.  Reactive 
security  is  provided  by  two  police  officers  used  on  a  part-time 
basis  (as  necessary)  who  are  paid  by  the  Parking  Authority.  Thesjs 
officers  conduct  investigations  when  evidence  suggesting  theft  ijs 
identified. 

Keys  to  meters  are  kept  by  the  collections  contractor  and  in 
the  maintenance  shop.  One  set  of  keys  has  been  reported  lost. 
Although  the  Medeco  locks  being  installed  are  high  security 
locks,  they  are  not  recombinatabl e.  If  the  system  is  compromised, 
the  locks  would  have  to  be  replaced.  Presently  the  counting 
contractor  keeps  and  distributes  the  vault  keys  to  collectors. 
This  violates  accepted  security  procedures  across  the  country. 
This  lack  of  strict  key  control  increases  the  opportunity  for 
loss,   tampering,   or  theft. 

Finally,  those  responsible  for  the  money- handl  ing  process 
lack  strict  control  procedures  for  tracking  the  flow  of  money. 
Such  procedures  are  necessary  to  ensure  that  coins  follow  the 
proper  route  and  that  .all  coins  placed  in  meters  by  the  public 
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are  deposited  in  the  City's  bank  account  in  a  timely  manner. 


5.3.2  RECOMMENDATIONS 

San  Francisco's  parking  meter  program  does  not  reach  its 
full  potential  due  to  a  lack  of  single-organization 
responsibility  for  performance  and  due  to  insufficient  resources. 
This  situation  has  a  real  dollar  cost  to  the  City.  Figure  5-3 
compares  annual  revenue  per  meter  in  San  Francisco  to  similar 
indicators  in  Philadelphia,  Denver,  Boston  and  Washington,  D.C 
Although  all  cities  have  fewer  meters,  all  of  these  other  meter 
programs  out-perform  San  Francisco's  annual  revenues  per  meter  of 
$364  by  2  to  1.  If  the  City  devotes  adequate  resources  to  a  new 
consolidated  parking  unit,  it  will  greatly  increase  its  short- 
term  parking  supply  in  the  central  and  outlying  areas,  raise 
meter  revenues  substantially,  and  develop  a  strategic  plan  for 
future  parking  needs.  Exhibit  5-4  summarizes  our  findings  and 
recommendations.  _T 


1.  ORGANIZE  AND  ESTABLISH  A  PARKING  METER  PROGRAM  WITHIN 
THE  BUREAU  OF  PARKING,  ON-STREET  DIVISION  OF  THj: 
TRAFFIC  AND  PARKING  COMMISSION. 

The  Parking  Meter  Program  should  include  all  the 
components  of  the  meter  system  divided  into  four  operational 
units:  meter  planning,  maintenance,  collections  and 
counting,  and  meter  security.  The  following  recommendations 
detail  the  operational  units. 

2.  ESTABLISH  A  METER  PLANNING  GROUP  WITHIN  THE  PARKING 

METER  PROGRAM  WITH  THE  FOLLOWING  RESPONSIBILITIES 

o        Short-  and  long-term  planning.  — 

o       Revenue  forecasting. 

o       Meter  rate  setting  and  analysis. 

o       Location  and  relocation  studies. 

o        Curb  turnover  studies. 

o  Marketing. 

o        Plan  for  and  designate  meter  maintenance  routes, 
o        Plan  for  and  designate  collection  routes, 
o        Develop  a  preventive  maintenance  program, 
o        Establish    performance    standards    for  maintenance 
crews. 

o        Develop  and  monitor    a  management  information 
system. 

The  program   needs  the  analytical   support  of  three 
fully  dedicated  analysts  with  experience  in  regulations, 
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revenue,  and  transportation  planning.  When  fully  trained, 
the  group  should  plan  to  install  1,500  meters  per  year.  San 
Francisco  can  absorb  additional  meters  at  this  rate  for 
three  years. 

One  analyst  should  be  designated  as  the  "work  leader" 
and  be  responsible  for  the  management  of  the  group's 
efforts.  The  group  should  evaluate  the  existing  rate 
structure  and  plan  for  feasible  rate  increases.  Initially, 
these  increases  should  be  made  in  outlying  areas  where  rates 
are  artificially  low  at  20  cents/hour. 


This  group  should  market  the  program  to  community 
groups  throughout  the  City.  We  have  found  this  to  be  an 
often  overlooked  function  essential  in  increasing  public 
awareness  of  the  benefits  of  a  well-run  meter  program  and  in 
building  constituencies  which  support  the  program. 

3.        CREATE  A   METER   MAINTENANCE  UNIT  WITHIN   THE  PARKING 
METER  PROGRAM  RESPONSIBLE  FOR:  ,\ 

o  On-going  meter  repairs.  m 
o       Implementation  of  a  preventative  meter  maintenance 

program. 

o        Increased  productivity  in  repair  functions. 

The  meter  maintenance  unit  should  be  staffed  with  seven 
field  repairers  and  four  shop  machinists.  Field  repairers 
should  "patrol"  an  assigned  maintenance  route  in  a  van  that 
carries  spare  parts,  tools,  and  other  items  necessary  for 
good  maintenance  practices.  These  repairers  should  be 
equipped  with  portable  two-way  radios  so  that  they  cei 
easily  call  for  assistance  and  regularly  report  to 
supe  rvisors. 

Preventive  maintenance  will  reduce  the  number  of 
problem  meters  and  lengthen  the  usable  lifetime  of  the 
meters  to  a  minimum  of  twenty  years.  Although  San  Francisco 
does  not  keep  accurate  figures  on  the  percentage  of  meters 
not  operating  at  any  given  time,  our  observations  indicate 
that  downtime  is  approximately  5%.  Implementation  of  these 
recommendations  will  help  to  reduce  that  number  to  less  than 
2%,  the  national  standard  for  meter  downtime. 
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4.  ESTABLISH  A  METER  COLLECTIONS  AND  COUNTING  UNIT 
RESPONSIBLE  FOR  OVERSEEING  BOTH  CONTRACT  OPERATIONS 
WITHIN  TOE  PARKING  METER  PROGRAM 

Since  parking  meter  revenues  are  collected  in  cash 
only,  the  entire  process  of  collections  and  counting  is  open 
to  abuse.  To  minimize  this  problem,  collections  and  counting 
should  be  maintained  as  separate  operations.  In  addition, 
each  function  must  be  closely  monitored.  In  San  Francisco, 
monitoring  policies  and  procedures  should  be  tightened 
through  strict  guidelines.  A  separate  security  function 
designed  to  insure  the  integrity  of  the  system  will  be 
defined  in  the  following  section. 

One  manager/analyst  should  be  responsible  for 
monitoring  existing  contracts  for  collection  and  counting  of 
meter  monies.  This  person  should  also  restructure  collection 
routes  (limiting  the  number  of  meters  collected  on  each 
route  to  250)  so  that  revenue  distribution  can  be  better 
controlled. 

Both  contracts  should  be  revised  so  that,  f%r 
collections,  proper  revenue  controls  can  be  established  antl, 
for  counting,  contractors  are  paid  on  a  flat  fee  rather  th^i 
"by  canister."  The  counting  process  should  be  evaluated  and 
the  feasibility  of  bringing  the  function  in-house  should  be 
seriously  considered. 


5.       CREATE  A  SEPARATE  SECURITY  GROUP  WITHIN  THE  PARKING 
METER  PROGRAM  WITH  THE  FOLLOWING  RESPONSIBILITIES: 

o        Monitor  collection  activities, 
o       Monitor  counting  activities. 

o        Monitor  maintenance  crew  collection  of  coins, 
o       Monitor  transfer  of  coins  between  contractors.  "' 
o        Monitor  bank  deposit  procedures  and  activities.   — - 
o        Plant  marked  money  in  meters  and  track  through  the 
system. 

o        Develop  key-control  procedures  and  assume  all  key 
related  responsibilities. 

The  Parking  Meter  Security  Unit  should  consist  of  two 
security  analysts  and  a  chief.  Their  main  responsibilities 
(outlined  above)  would  be  to  monitor  all  activities  related, 
directly  or  indirectly,  to  handling  meter  monies.  This 
consists  primarily  of  overseeing  "in-house"  activities  such 
as  maintenance,  collections,  and  counting  by  strictly 
controlling  the  use  of  keys,  by  instituting  "salting"  or 
money  tracking  procedures,   and  by  other  techniques. 
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The  security  analysts  must  also  detect  breaches  of 
system  security  that  may  be  initiated  from  the  outside.  In 
this  event,  identification,  investigation,  observation,  and 
facilitating  police  apprehension  of  offenders  become 
ne  cessary . 

6.        REPLACE   ALL   AUTOMATIC  METER   MECHANISMS   AS  SOON  AS 
POSSIBLE 

One  major  problem  with  the  existing  meter  inventory  is 
that  the  automatic  meter  is  prone  to  jamming.  The  existing 
6300  automatic  meters  should  be  changed  over  to  manual 
mechanisms  as  soon  as  possible.  This  will  help  to  increase 
the  number  of  meters  in  operation  during  regulated  hours. 

The  results  of  these  efforts  will  show  a  net  increase  in 
parking  meter  revenues.  The  security  revenues  will  yield  at 
least  a  5%  increase  and  higher  enforcement  levels  will  yield  10% 
additional  revenue.  It's  been  our  experience  that  turnover  will 
be  increased  by  10-20%  depending  on  the  location. 


5.4     RESIDENTIAL  PERMIT  PARKING  PROGRAM  m 

Residential  permit  parking  programs  were  developed  in 
response  to  non-residents  often  parking  in  neighborhoods  adjacent 
to  major  traffic  generators  such  as  commercial  and  retail 
centers,  universities,  hospitals  and  transit  stations.  Parking 
conditions  in  residential  areas  can  be  seriously  degraded  by  both 
commuters  and  shorter-term  parkers  such  as  students.  Problems  are 
exacerbated  in  areas  of  San  Francisco  where  older  high-density 
residential  neighborhoods  lack  tenant  parking  connected  with  the 
residence.  In  extreme  cases,  parking  usage  can  exceed  100  percent 
due  to  illegal  parking.  The  time  of  day,  duration  and  intensity 
of  the  parking  problem  is  determined  by  the  characteristics  qjj: 
the  parking  generator.  _~ 

Residential  permit  parking  programs  can  make  parking 
convenient  for  both  residents  and  non-resident  short-term  parkers 
by  restricting  parking  by  all-day,  out-of-neighborhood  commuters. 
Most  residential  parking  programs  allow  two-hour  parking  for  non- 
residents and  provide  special  permits  for  a  variety  of  users  who 
need  to  exceed  the  time  limit  during  the  restricted  hours. 

The  use  of  time  limits  reduces  the  need  for  visitor  permits 
and  can  allow  the  use  of  permit  system  in  areas  of  higher 
residential  development. 
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5.4.1  Findings 


The  residential  permit  parking  (RPP)  program  in  San 
Francisco  began  in  1977  with  one  mile  of  residential  streets  and 
has  expanded  to  120  miles  as  of  December  1985.  The  program  has 
been  successful.  A  1984  survey  of  residents  who  live  in  the  RPP 
areas  revealed  that  52%  are  in  favor  of  keeping  the  program  as  it 
currently  exists  and  an  additional  27%  would  like  to  keep  the 
program  with  some  modifications.  In  terms  of  changing  the 
condition  on  the  residential  streets  the  average  percent  of 
occupied  parking  spaces  has  dropped  from  97  percent.  The  area 
residents'  share  of  vehicles  parked  on  the  street  has  grown  from 
27%  to  54%.  This  experience  is  consistent  with  similiar  programs 
in  other  cities  across  the  country. 

Like  many  other  programs  in  the  City,  the  responsibility  for 
the  program  is  divided  among  several  agencies.  Recently, 
participation  in  the  program  has  been  decreasing.  If  not 
properly  managed,  the  usage  of  and  effectiveness  of  this  popular 
program  will  decline. 


Organization  || 

Responsibility  for  the  program  is  divided  among  several 
organizations.  The  planning  for  the  establishment  of  new  areas 
is  the  responsibility  of  the  DPW  Traffic  Engineering  Divisions. 
No  one  person  is  assigned  to  the  program.  On  average,  the 
program  requires  the  effort  of  one  full-time  engineer  and  a  part- 
time  technician. 

Upon  approval  of  an  area  by  the  Board  of  Supervisors,  the 
Tax  Collector  issues  permits  to  eligible  area  residents.  One 
clerk  handles  applications,  another  clerk  is  responsible  for  data 
entry  and  one  supervisor  spends  about  80  percent  of  his  time  on 
the  program.  ^ 

Enforcement  of  the  parking  restrictions  is  handled  by  the 
Parking  Control  Officers  (POOs)  in  the  Police  Department. 

Operations 

^l^jxaijxg :  When  requested  by  the  Board  of  Supervisors  or 
area  residents,  the  DPW  Traffic  Engineering  Division  conducts  a 
parking  study  to  determine  if  the  subject  area  is  genuinely 
impacted  by  non-resident  parkers.  The  Division  also  holds  public 
hearings  to  obtain  citizen  input.  The  Division  then  prepares  a 
report  for  the  Board  of  Supervisors  approval.  Once  the  area  is 
approved  as  a  residential  permit  parking  area,  the  Division 
installs  signs  to  coincide  with  the  effective  date  of  the 
restrictions.  The  Division  then  performs  a  follow-up  study  to 
assess  the  success  of  the  program. 
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This  process  can  take  two  years  from  start  to  finish  for  a 
large  area.  While  the  Traffic  Engineering  Division  makes  all  the 
initial  citizen  contacts,  the  process  is  turned  over  to  the  Tax 
Collector  for  implementation.  At  this  crucial  juncture,  citizens 
must  now  deal  with  another  agency. 

Day- to- Day  Operations;  The  issuance  of  RPP  permits  is  just 
another  duty  assigned  to  the  Tax  Collector.  It  is  of  secondary 
importance  and  is  viewed  as  a  source  of  citizen  complaints  and 
problems.    No  real  effort  is  made  to  manage  the  entire  program. 

The  eligibility  criteria  for  permits  do  not  require  that  a 
vehicle  be  registered  in  the  residential  permit  area.  Almost  all 
programs  in  other  cities  require  vehicles  to  be  registered  in  the 
area.  This  ensures  that  true  residents  of  the  area  receive  the 
benefit  of  the  program. 

Business  and  company  vehicle  permits  can  be  renewed  by  mail; 
a  practice  inviting  abuse.  All  special  permits  should  be  renewed 
in  person.  % 

The  current  permit  design  requires  the  Tax  Collector  ts> 
write  the  license  plate  of  the  vehicle  in  special  ink  on  tlse 
permit.  This  practice  is  designed  to  ensure  the  vehicle  which  fs 
issued  the  permit  receives  the  permit.  However,  several  solvents 
will  erase  this  ink  which  could  allow  the  permit  to  be  placed  on 
another  vehicle. 

The  computerized  management  information  system  used  by  the 
Tax  Collector  to  support  the  program  is  run  on  the  central  data 
processing  system  operated  by  the  Controller.  Because  of  the 
multiple  demands  placed  on  the  computer  system  and  the  low 
priority  given  to  RPP  requests,  the  system  is  slow  and 
unresponsive.  It  also  lacks  adequate  management  reports,  linkages 
to  other  data  bases  like  the  parking  ticket  file,  and  tighit 
security   controls.  — 

Enforcement  of  RPP  districts  hovers  between  three  and  four 
percent  of  total  parking  ticket  issuance.  In  Washington,  D.C, 
which  has  a  sim il iarly-siz ed  program,  RPP  ticket  issuance  is 
between  ten  and  fifteen  percent  of  total  issuance.  This  lower 
level  of  enforcement  could  account  for  the  reduced  level  of 
participation  in  the  program.  In  1983,  a  total  of  48,011  permits 
were  issued  with  the  program  which  included  107  miles  of  streets. 
This  equates  to  about  450  permits  per  mile.  In  1985,  the  number 
of  permits  issued  dropped  to  42,105  when  the  size  of  the  program 
grew  to  120  miles  or  about  350  permits  per  mile.  Apparently, 
fewer  people  feel  a  need  to  purchase  permits.  The  comparatively 
lower  rate  of  enforcement  could  be  one  cause. 
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5.4.2  Recommendations 

The  lack  of  focused  program  management  denies  the  residents 
of  San  Francisco  the  full  benefits  of  this  program.  Growing  auto 
ownership  by  City  residents  and  increased  activity  in 
neighborhood  commercial  districts  will  increase  competition  for 
parking  spaces  in  residential  neighborhoods.  To  help  meet  this 
challenge,  we  recommend  the  consolidation  of  RPP  program 
management  into  one  unit.  A  summary  of  our  findings  and 
recommendations  are  found  in  Exhibit  5-5.  These  recommendations 
are  discussed  below. 


1.        CREATE  A  RESIDENTIAL   PERMIT  PARKING   UNIT   IN  THE  NEW 
TRAFFIC  AND  PARKING  COMMISSION 

The  analysis  and  planning  function  of  DPW  Traffic 
Engineering  Division  and  the  permit  issuance  function  of  the 
Tax  Collector  should  be  consolidated  in  the  RPP  unit  of  the 
Bureau  of  Parking  in  the  new  Traffic  and  Parking 
Commisssion.  This  will  focus  management  accountability  for 
the  entire  program  in  one  place.  sE; 


2.       CHANGE  CURRENT  ELIGIBILITY  CRITERIA  - 

The  residential  permit  parking  program  is  a  special 
privilege  granted  by  the  City  to  area  residents.  The 
current  eligibility  criteria  should  be  changed  to  only  issue 
permits  to  vehicles  registered  in  the  permit  district  except 
for  the  current  special  classes  (business,  etc.).  All 
special  classes  should  require  each  renewal  to  be  made  in 
person. 


3.  CHANGE  PERMIT  DESIGNS  S 

The  permit  design  should  be  changed  to  eliminate  the 
need  to  write  the  license  plate  number  on  the  permit.  One 
approach  is  to  print  the  alphabet  and  the  numbers  from  zero 
to  nine  twice  along  the  perimeter  of  the  permit.  The  clerk 
would  punch  out  the  first  and  last  digit  of  the  vehicle's 
license  plate.     This  design  has  worked  well  in  Philadelphia. 

4.  CHANGE  ENFORCEMENT  PRACTICES 

The  current  development  strategies  for  parking 
enforcement  should  be  revised  to  include  more  coverage  of 
RPP  districts.  The  percentage  of  total  parking  ticket 
issuance  attributed  to  RPP  violations  should  be  increased  to 
between  six  and  ten  percent. 
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5.       REDESIGN  THE  COMPUTERIZED  MANAGEMENT  INFORMATION  SYSTEM 

The  current  computer  system  used  to  support  the  RPP 
program  is  inadequate  to  meet  the  needs  of  the  program.  The 
system  should  be  redesigned  as  part  of  an  integrated  traffic 
and  parking  management  information  system. 
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6.0     OFF-STREET  PARKING 


Like  many  other  American  cities,  San  Francisco  began  a  major 
off-street  parking  program  in  the  early  1940's  primarily  in 
response  to  merchant  concern  over  the  loss  of  retail  trade  to 
suburban  locations.  The  program's  purpose  was  to  provide 
convenient  and  reasonably  priced  parking  to  serve  Downtown  and 
neighborhood  commercial  districts.  Since  then,  the  management  of 
off-street  parking  has  been  recognized  as  an  important 
transportation  policy  tool,  a  key  factor  influencing  economic 
development,  and  a  solid  revenue  source. 


6.1  FINDINGS 
6.1.1  Downtown 

From  a  transportation  standpoint,  the  availability  of 
convenient  parking  is  a  major  factor  in  a  person's  decision  to 
drive  to  a  particular  destination.  By  controlling  even  a  portion 
of  the  parking  supply,  a  city  can  greatly  influence  travel 
behavior.  San  Francisco  leads  the  nation  in  the  control  of 
downtown  parking  supply.  Since  1978,  the  City  has  placed  severj| 
restrictions  on  the  construction  of  new  off-street  parking 
facilities.  As  a  result,  the  number  of  off-street  parking  spaces 
has  risen  by  only  1,0  55  between  197  5  and  1982  despite  a  dramatic 
increase  in  Downtown  development.  This  policy  coupled  with  an 
extensive  investment  in  new  transit  capacity  minimizes  the 
increase  of  peak-period  traffic  congestion  in  Downtown. 

At  the  same  time,  the  City  has,  in  general,  modified  the 
parking  rate  structure  in  City-owned  facilities  to  encourage 
short-term  parkers  over  long-term  parkers.  This  action  has 
■reserved"  downtown  spaces  for  shoppers  and  helps  maintain  the 
viability  of  CBD  retail  areas.  ^ 

However,  enhanced  coordination  of  the  off-street  parking 
management  program  with  on-street  parking  management  is  required 
to  achieve  maximum  results. 


6.1.2    Neighborhood  Commercial  Districts 

The  character   of   certain  neighborhood  commercial  districts 
(NCDs)  has  changed  over  time  due  to  two  factors: 


o  An  increase  in  automobile  use  for  shopping  trips, 
o       A  shift  in  market  area  from  local  to  regional. 
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Both  factors  have  increased  demand  for  neighborhood  parking; 
therefore,  the  continued  vitality  of  these  NCDs  is  partially 
dependent  upon  parking  availability.  The  City  can  assist 
neighborhood  economic  development  through  the  use  of  City-owned 
parking  facilities.  For  example,  land  owned  by  the  City  to  be 
developed  for  another  purpose  can  be  used  for  parking  until  that 
development  takes  place  and  can,  in  fact,  still  provide  parking 
once  development  is  complete. 

In  recognition  of  the  neighborhood  parking  situation,  the 
City  has  taken  two  positive  steps: 


o  Reserved  revenue  from  the  Sutter-Stockton  Garage  from 
fiscal  year  1985  through  fiscal  year  1989  for  the 
financing  of  parking  facilites  in  NCDs. 

o  Developed  a  5-year  action  plan  to  improve  parking 
conditions  in  the  10  NCDs  which  have  the 
greatest  need. 

Together,  these  actions  constitute  a  significant  effort 
toward  addressing  parking  demand  in  the  NCDs.  It  must  be  noted 
that  the  management  of  on-street  parking  spaces  is  crucial  tx> 
overall  parking  management  in  NCDs.  The  5-year  plan  haiB 
recognized  this  interdependence. 

Overall,  the  off-street  parking  program  has  achieved  or 
is  currently  achieving  the  public  policy  objectives  the  City 
established.  One  potential  obstacle  to  complete  success  is  the 
fragmentation  of  management  responsibilities  for  the  program 
among  several  different  agencies,  a  situation  that  occurs  because 
agencies  control  parking  on  agency-owned  land. 

6.1.3    Organization  and  Management  ~ 
Policy  .Direction 

The  Department  of  City  Planning  sets  policy  for  the  off- 
street  parking  program.  The  geography  location  and  small  land 
area  of  San  Francisco  intensifies  the  always  strong  relationship 
between  land  use  and  transportation.  The  Department  assigns 
responsibilities  so  that  transportation  programs  are  designed  to 
serve  land-use  objectives.  As  shown  above,  past  success 
demonstrates  the  wisdom  of  this  practice  in  San  Francisco. 
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Management 


The  daily   management   of   the  off-street  parking  program  is 
divided  among  five  city  agencies: 

o  The  Parking  Authority  has  the  primary  responsibility  of 
managing  City-owned  off-street  parking  facilities, 
including  the  location  of  suitable  sites  for  future 
facilities  in  neighborhood  commercial  districts.  Its 
secondary  function  is  to  coordinate  the  parking  meter 
program,  described  in  Chapter  5,  above.  Currently,  the 
Parking  Authority  is  directly  responsible  for: 


Five  parking  garages 

Two  attended  surface  lots 

Twenty-three  (23)  off-street  metered  lots 


In  addition,  the  Parking  Authority  oversees  si_x 
non-profit  corporation  garages.  The  Corporations  werje 
established  as  a  mechanism  to  finance  the  construction 
of  parking  facilities  and  now  lease  the  facilities  to 
the  City.  Once  the  bonds  for  a  particular  facility  a^e 
retired,  it  will  be  turned  over  to  the  City.  Eacii 
corporation  hires  its  own  garage  operator.  The  Parking 
Authority  retains  control  over  the  annual  budget  of  the 
corporations. 

Revenues  generated  by  the  facilities  are  used  to 
pay  operating  expenses  and  redeem  bonds  used  to  finance 
construction.  Excess  revenue  goes  to  the  off-street 
parking  fund  to  finance  additional  parking  spaces. 
Last  year,  the  Authority  generated  $6.4  million  in  net 
revenues. 

Recreation  and  Park  Commission  has  ultimate  control, 
via  the  City  Charter,  over  all  parking  facilities  on 
park  land.  The  organization  operates  off-street  parking 
facilities  as  a  secondary  function  and  is  considered 
just  another  concession. 

Currently,  the  Commissioner  is  directly 
responsible  for: 


Surface  parking  lots  at  Candlestick  Park 
TWo  surface  parking  lots  at  Golden  Gate  Park 
The  Union  Square  Garage  in  the  GBD 
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Two  non-profit  corporation  garages  have  been  built 
upon  parkland.  The  Parking  Authority  (see  above) 
provides  oversite,  but  rates  are  set  by  the  Commission. 

Finally,  the  Commission  receives  52%  of  the  net 
revenue  generated  by  the  St.  Mary's  Square  Garage  which 
was  built  partially  on  park  land  and  is  currently 
managed  by  the  Parking  Authority. 

Revenues  generated  by  parking  facilites  on  park 
land  are  retained  by  the  Commission  and  represent  a 
significant  source  of  non-general  funds  to  support 
recreation  and  park  activities.  The  Union  Square 
Garage,  which  has  completely  paid  for  its  initial 
construction,  generated  slightly  over  $2  million 
dollars  during  19  85. 

o  The  Redevelopment  Agency  assembles  parcels  of  land 
suitable  for  development.  In  locations  with  a  market 
for  off-street  parking,  the  parcels  are  paved  and  used 
as  surface  parking  lots  until  development  takes  place. 
The  prime  example  is  the  site  for  the  Yerba  Buena 
Center  south  of  Market  Street.  This  practice  generated 
additional   revenue  for  the  agency.  » 

o  The  Port  Authority  controls  extensive  land  along  San 
Francisco's  bayside.  This  land  provides  dockside 
facilities  required  to  support  port  operations.  Like 
any  commercial  or  industrial  development,  the  Authority 
must  have  a  certain  amount  of  parking  space 
avail  ibil  ity ;  thus,  the  off-street  parking  controlled 
by  the  Authority  is  integral  to  its  commercial  success. 
The  Authority  leases  approximately  2,000  spaces  to 
private  operators  as  an  interim  use  until  waterfront 
development  plans  are  completed.  All  revenues  are 
retained  by  the  Authority.  w 

o  The  Airports  Commission  operates  a  7,000  space  garage 
and  a  3,000  space  surface  lot  (primarily  used  for  long- 
term  parking)  at  San  Francisco  International  Airport. 
Parking  is  a  key  service  provided  at  the  airport  and  is 
required  to  ensure  successful  airport  operation. 
Parking  at  the  airport  also  represents  a  large 
financial  management  effort.  Last  year  gross  parking 
revenues  were  $22.8  million. 

Almost  all  off-street  parking  facilities  in  the  City  are 
operated  by  private  contractors.  This  approach  significantly 
reduces  City  staffing  requirements  and  overall  operating  costs. 
Only  the  two  surface  parking  lots  at  Golden  Gate  Park  are 
operated  by  City  employees  (from  Recreation  and  Park). 


51 


The  management  fragmentation  for  City-owned  facilities 
presents  an  obstacle  to  the  achievement  of  City  transportation 
objectives.  Multiple  missions  and  the  conflicting  priorities  of 
each  agency  involved  hamper  the  full  coordination  of  the  off- 
street  parking  program. 


6.1.5  Operations 

Contract  Mechanisms 


As  would  be  expected  with  the  multitude  of  agencies  and  non- 
profit corporations  involved  with  off-street  parking,  the 
contract  documents  vary  from  organization  to  organization.  The 
basis  for  each  approach  is  derived  from  the  type  of  services  each 
organization  most  frequently  uses. 

The  contractor  fee  structure  also  varies.  Some  contracts 
use  a  management-fee  basis  where  the  City  pays  for  all  expenses 
incurred  in  the  operation  of  the  parking  facility  and  is  also 
paid  a  fee  for  managing  the  operation.  The  second  approach  pay-s 
the  operator  a  percentage  of  gross  revenues.  The  first  approach 
requires  the  City  to  review  and  audit  both  expenses  and  revenue. 
The  latter  reduces  the  City's  interest  in  expenses  and  provides 
an  incentive  to  the  operator  to  keep  revenues  high.  Experience 
in  San  Francisco  demonstrates  that  the  percentage-of -gr osls 
approach  generates  more  net  revenue  to  the  City.  However, 
multiple  documents  and  fee  structures  increase  the  difficulty  of 
monitoring  operations. 


Rate  Structure 


The  City  generally  favors  short-term  parkers  in  off-street 
facilities  located  in  the  Downtown's  retail  core.  However,  rate 
setting  is  not  consistent  because  both  the  Parking  Authority  and 
the  Recreation  and  Park  Commission  set  them  in  the  area. 
Recreation  and  Park's  rates  are  higher  since  they  view  parkifiij 
primarily  as  a  source  of  revenue.  The  City  loses  control  over 
this  valuable  policy  tool  for  controlling  the  price  of  parking, 
by  allowing  individual  agencies  to  set  parking  rates.  Some 
monthly  parking  is  still  allowed,  although  since  the  practice  is 
at  odds  with  City  policy,   it  is  being  phased  out. 

6.1.6  Facilities 


Downtown 


The  continuation  of  the  City's  policy  of  severely  limiting 
the  construction  of  new  off-street  parking  spaces  in  Downtown, 
combined  with  a  number  of  other  factors,  effectively  prohibits 
new  publicly- owned  parking  facilities  in  Downtown.  As  Downtown 
development  continues  and  more  on-street  space  is  required  for 
pedestrians    and    service    vehicles,     increased    pressure  for 
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additional  short-term  off-street  parking  is  inevitable.  In  all 
likelihood,  the  rate  structure  and  operating  policies  at  other 
City-owned  garages  will  need  to  be  modified  to  accommodate  this 
increased  demand. 

Neighborhood  Commercia  Districts 

The  recent  completion  of  a  5-year  action  plan  provides  the 
City  with  a  blueprint  for  addressing  parking  shortages  in 
neighborhood  commercial  districts.  Setting  aside  revenue  from 
off-street  parking  facilities  to  construct  new  parking  facilities 
in  NCDs  places  the  effort  on  a  strong  footing.  The  key  problems 
will  be:  1)  finding  suitable  sites  for  new  facilities  and  2) 
implementing  supportive  on-street  parking  management  actions. 

The  coordination  of  several  agencies  will  be  necessary  to 
make  this  effort  successful.  Consolidating  traffic  and  parking 
functions  into  one  agency  will  eliminate  the  need  for  multi- 
agency  coordination  and  clearly  place  one  agency  in  charge  of 
implementing  off-street  parking  within  City  policy  guidelines.  _ 


RECOMMENDATIONS  g 

Our  evaluation  shows  a  generally  well-run  off-street  parking 
program  hampered  by  the  fragmentation  of  management 
responsibility  among  several  agencies.  The  full  potential  of  the 
program  cannot  be  achieved  due  to  this  fragmentation.  A  summary 
of  current  operations  and  our  recommended  changes  are  found  in 
Exhibit  6-1.  A  further  discussion  of  our  recommendations 
f  ol  1  ow  s : 


1.       CONSOLIDATE  OFF-STREET  PARKING  PROGRAM  RESPONSIBILITIES 

The  responsibility  for  managing  City-owned  parking? 
facilities  should  be  consolidated  in  the  new  Traffic  and 
Parking  Commission,  Bureau  of  Parking,  Off-Street  Division. 
The  facilities  under  the  control  of  the  following  agencies 
should  be  transferred: 


o 

Parking  Authority 

0 

Redevelopment  Agency 

o 

Recreation  and  Park  Commission 

(except  for  the  facility 

at  Candlestick  Park) 

This  will  ensure  the  effective 

management  of  the  City's 

off-street  facilities. 
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2.        MAINTAIN  CURRENT  DISTRIBUTION  OF  REVENUE 


The  new  division  will  serve  only  as  a  management 
company  for  the  other  agencies*  The  current  distribution  of 
net  revenues  will  remain  the  same.  Provisions  should  be 
made  to  maintain  revenues  to  the  Redevelopment  Agency  and 
the  Recreation  and  Park  Commission  at  current  levels  as 
their  facilities  and  rates  decrease  due  to  policy  changes  in 
rate  structures.  This  will  reduce  additional  burdens  to  the 
general  fund. 


3.      DO  NOT  TRANFER  RESPONSIBILITY  FOR  PARKING   FACILITIES  AT 
CANDLESTICK  PARK,    THE  PORT  AUTHORITY,   AND  THE  AIRPORT 

The  parking  facilities  at  Candlestick  Park,  the  Port 
Authority,  and  the  Airport  are  integral  to  the  operation  of 
these  facilities.  To  remove  parking  from  each  appropriate 
agency's  individual  control  would  jeopardize  the  success  of 
each  enterprise.  % 


4.       DEVELOP  A  STANDARD  PARKING  OPERATOR  CONTRACT 

The  use  of  multiple  contracting  documents  and  fee 
structures  increases  the  City's  management  burden.  As 
current  contracts  expire,  the  City  should  move  to  one 
standard  contract  with  fees  based  upon  a  percentage  of  gross 
revenues. 


5.       REVISE  RATE  STRUCTURE  AND  OPERATING  POLICIES  _ 

Once  responsibility  for  all  CBD  parking  facilities  Jrs 
consolidated  within  the  Off-Street  Division,  all  rat^ 
should  be  revised  for  consistency.  All  monthly  contracts  in 
the  core  area  should  be  phased  out.  In  the  future, 
additional  changes  in  the  rate  structure  and  operating 
policies  will  be  required  to  increase  the  supply  of  short- 
term  spaces. 


6.       INCREASE    EFFORTS    TO   LOCATE   SITES    FOR   NEW  NEIGHBORHOOD 
COMMERCIAL  DISTRICT  PARKING  FACILITIES 

The  key  to  success  in  building  new  facilities  in  NCDs 
is  finding  appropriate  sites.  The  City  should  consider  the 
retention  of  a  real  estate  brokerage  for  this  purpose. 
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7.0     PARKING  ENFORCEMENT  AND  INTERSECTION  CONTROL 


The  consistent  and  fair  enforcement  of  traffic  and  parking 
regulations  is  required  to  ensure  that  the  city  receives  the 
intended  benefit  from  these  regulations.  The  most  responsive 
regulations  are  only  signs  on  the  street  if  the  city  does  not 
support  them  with  an  appropriate  level  of  enforcement. 

An  effective  parking  enforcement  program  not  only  includes 
issuing  parking  tickets  to  illegally  parked  vehicles  but  also 
provides  the  capability  to  tow  illegally  parked  vehicles  which 
cause  traffic  or  safety  hazards.  Unfortunately,  a  certain 
percentage  of  drivers  persist  in  not  paying  their  tickets.  The 
third  component  of  a  good  enforcement  program  is  a  scofflaw 
effort  focused  on  the  impounding  or  immobilization  of  vehicles 
with  excessive  numbers  of  unpaid  parking  tickets.  The  last 
component  which  binds  this  street  management  operation  together 
is  a  communications  system  which  allows  management  to  coordinate 
operations. 

Closely  related  to  parking  enforcement  is  the  issue  of 
intersection  control.  During  peak  traffic  periods,  congestion 
results  in  some  drivers  failing  to  clear  the  intersection  once 
the  traffic  signal  changes  from  green  to  red.  These  vehicles 
block  the  cross  street  and  congestion  increases  and  spreads.  When 
this  situation  becomes  a  common  occurrence,  the  city  needs  to 
consider  the  posting  of  personnel  at  the  intersection  to  control 
traffic. 

This  section  is  divided  into  five  parts:  1)  ticket  writing 
operations,  2)scof flaw  program,  3)towing  operations,  4) 
intersection  control;  and  5)  communications.  Each  subsection 
discusses  our  evaluation  of  the  individual  program  area  and 
presents  our  recommendations  for  improving  operations. 


7.1     TICKET  WRITING  OPERATIONS  — 

In  San  Francisco,  the  smooth  flow  of  traffic  is  highly 
dependent  on  the  efficient  use  of  existing  curb  space.  Parking 
regulations,  designed  to  manage  this  space  more  appropriately, 
will  not  provide  the  intended  traffic,  safety,  and  revenue 
benefits  unless  there  is  consistent  and  effective  enforcement. 

Illegal  parking  in  San  Francisco  contributes  to  such  urban 
hazards  as  intersection  congestion,  increased  bus  and  trolley 
travel  times,  lack  of  short-term  shopper  parking,  few  delivery 
loading  spaces,  reduced  pedestrian  visibility,  and  other 
difficulties.  In  order  to  reduce  these  problems,  there  must  be  a 
high  probability  that  violators  will  be  ticketed  and  penalties 
for  violations  must  be  adequate  to  serve  as  a  deterrent. 
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7.1.1  Findings 


Our  analysis  has  shown  that  San  Francisco  is  not  realizing 
all  of  the  traffic  and  transportation  benefits  it  could  through 
its  existing  ticket  writing  program.  When  compared  to  other 
cities  such  as  Boston,  and  Washington,  D.C.,  San  Francisco's 
efforts  look  adequate;  but  they  deserve  a  closer  look  due  to  the 
acute  parking  and  transportation  problems  San  Francisco's 
geography  and  small  land  area  present. 


organization  .and  Management 

The  civilian  Parking  Control  Officers  (PCOs)  issue 
approximately  84%  of  all  parking  citations  written  in  San 
Francisco.  In  1984  ,  that  number  came  to  1,992,760,  out  of 
2,363,521  tickets  issued.  Issuance  for  1985  is  estimated  at  2.5 
million.  Sworn  Police  Officers  were  responsible  for  13%  of  this 
total,  while  miscellaneous  agencies  (MUNI,  Fire  Dept.,  etc) 
issued  the  remaining  3  percent.  PCOs  operate  out  of  the  Parking 
and  Traffic  Control  Division  of  the  Police  Department,  under  t§e 
command  of  two  lieutenants.  Eight  sergeants  provide  fietd 
supervision. 

In  September  19  85,  PCOs  wrote  an  average  of  71.3  citations 
per  person  per  day.  Close  analysis  showed  that  special  street 
sweeper  detailed  PCOs  averaged  92  tickets  per  day,  while  those  on 
regular  patrol  averaged  6  0  per  day.  This  level  of  productivity 
puts  San  Francisco  under  the  national  average  of  75  tickets  per 
person  per  day.  As  shown  in  Exhibit  7-1,  cities  such  as  Boston 
and  Washington,   D.  C ,   average  111  and  90  per  person  respectively. 

The  level  of  PCO  staffing  has  dwindled  from  a  high  of  195 
allocated  positions  in  1983  to  the  current  level  of  164  (as  of 
November,  1985).  At  current  PCO  levels,  the  supervisor/officer 
ratio  is  1  to  20. 

Although  the  main  responsibility  of  the  unit  is  to  enforce 
parking  regulations,  PCOs  are  charged  with  other  responsibilities 
as  well,  including  traffic  direction  (at  fixed  posts  and 
emergencies),  abandoned  vehicle  towing,  radio  dispatching,  and 
various  clerical  jobs,  such  as  manning  the  scoff  law  program  desk 
and  handling  vehicle  maintenance  station  responsibilities.  We 
observed  13.3%  of  the  current  PCO  staff  (22  officers)  dedicated 
to  desk  duty.  Because  such  non-patrol  activities  are  assigned  to 
PCOs,  it  is  impossible  to  provide  the  enforcement  level  needed 
to  improve  the  traffic  management  "quality  of  life." 

Ticket  writing  programs  are  highly  personnel- intensive  and 
require  good  clerical,  analytical  and  management  support. 
Professional  support  staff  has  not  been  added  to  handle  these 
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responsibilities  and  as  a  result,  parking  enforcement  resources 
are  being  drained.  Absentee-vacancy  rates  provide  a  good 
indication  of  how  many  officers  actually  patrol  the  cityfs 
streets  for  parking  violations.  In  September,  1985,  we  observed 
an  absentee  rate  of  18.25%.  The  allocated  POO  force  size  is  196 
employees  with  164  filled  positions,  which  yields  a  vacancy  rate 
of  16.3%.  The  combined  absentee- vacancy  rate  gives  a  good 
indication  of  how  programs  manage  manpower.  When  A-V  rates 
continuously  exceed  the  national  standard  of  20%,  it  indicates  a 
lack  of  urgency  in  filling  all  allocated  positions  and  in 
maintaining  good  attendance  levels.  San  Francisco  is  a  good 
example  of  this  problem,  with  an  absentee-vacancy  rate  of  34.5. 

Including  13.3%  desk-duty  staffing,  the  total  non-patrol 
rate  in  San  Francisco  is  just  over  4  8%.  This  means  that  only  52% 
(or  102  PCOs  per  day)  of  the  allocated  staff  patrol  for  parking 
violations.  Thirty-three  positions  are  currently  dedicated  to 
special  street  cleaning  detail,  leaving  69  PCOs  to  patrol  all 
other  parking  regulations  Citywide.  The  responsibility  for 
parking  enforcement  by  civilian  PCOs  is  spread  over  San 
Francisco's  entire  49  square  miles.  Between  the  hours  of  6:3:0 
a.m.  and  6:30  p.m.,  it  is  clear  that  existing  staffing  levels  are 
1  ow.  m 

The  Municipal  Court  citation  processing  system  provides  some 
computer-generated  management  reports  to  support  the  POO  program. 
These  reports  do  not,  however,  provide  adequate  information  about 
key  performance  indicators  such  as:  number  of  ticket  writing 
mistakes  made  by  officers;  payment  and  disposition  rate  by  PCO; 
citations  by  area  or  by  time;  and  others.  This  type  of 
management  information  system  is  necessary  so  that  supervisors 
and  managers  can  spot  developing  trends  before  they  turn  into 
problems  and  to  point  the  way  to  overall  improvement  in  program 
effectiveness  and  efficiency. 


Operations  — 

From  our  analysis  of  ticketing  operations  in  relation  to 
existing  parking  and  violation  patterns  in  San  Francisco,  we  feel 
that  the  current  level  of  enforcement  is  below  the  level  needed 
to  positively  impact  curb  space  usage. 

This  conclusion  is  based  on  street  occupancy/ viol ati on 
surveys  conducted  in  four  areas  representing  different  types  of 
street  usage.  These  areas  City  Hall,  Polk  Street,  Larkin  Street 
and  selected  streets  in  the  financial  district  --  represent 
commercial,  residential,  and  mixed  usage.  Our  surveys  found:  1) 
high  occupancy  levels  in  all  areas  creating  the  perception  that 
parking  is  unavailable  on  the  street,  2)  illegal  occupancy 
ranging  from  20%  in  the  RPP  area  to  45%  in  the  Financial 
District,    and     3)   very  low  levels  of  ticketed  violations  in  all 
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areas.  These  observations  are  supported  by  the  "Proposed  5-Year 
Action  Plan  for  Neighborhood  Parking",  prepared  by  the  Department 
of  City  Planning  in  November,   19  85. 

Our  second  measure  of  effectiveness  is  based  on  the  overall 
parking  meter  enforcement  level.  Based  on  our  experience,  the 
standard  indicator  of  meter  enforcement  levels  necessary  to 
ensure  adequate  turnover  at  these  locations  is  five  to  six 
tickets  per  meter  per  month.  This  level  of  enforcement,  increases 
turnover  which  in  turn  provides,  in  effect,  more  short-term  on- 
street  parking  since  more  cars  can  park  in  a  given  space  during  a 
particular  day.  (Recent  studies  in  Boston  revealed  that  on 
average,  11  meter  tickets  are  written  per  meter  each  month).  In 
San  Francisco,  we  found  that,  in  a  24-month  period,  city  officers 
issued  1,094,442  meter  violations  on  the  street  and  in  parking 
lots.  Based  on  the  current  inventory  of  17,332  meters,  the  city 
issued  2.6  citations  per  meter  per  month.  Using  this  statistic, 
the  city  issues  approximately  one-half  the  number  of  tickets 
necessary  to  provide  adequate  coverage.  To  reach  5  tickets  on 
meters  each  month  the  city  would  have  to  issue  an  additional 
493,000  meter  tickets  annually.  zz 


Deployment  fg 

The  POO  deployment  system  in  San  Francisco  is  designed  to 
identify  those  areas  and  times  when  violations  most  often  occur 
with  staffing  decisions  based  on  those  assessments.  In  this 
regard,  the  Police  Department  is  ahead  of  most  police/civilian 
issuing  groups  which  pay  little  attention  to  such  factors. 

The  beat  system  was  designed  initially  to  reflect  the 
historical  volume  of  work  and  is  refined  when  necessary.  High 
numbers  of  violations  require  smaller  beats  and  vice  versa. 
However,  violation  levels  are  rarely  determined  by  formal 
analysis  of  street  conditions  and  actual  violation  counts,  big: 
rather  by  general  observations  of  citation  counts  and-a 
perception  of  "amount  of  work"  imbalances.  This  approach  makes 
it  difficult  to  standardize  beats  in  relation  to  violation 
activity  because  monitoring  citation  counts  does  not  closely 
reflect  actual  occurrences  of  illegal  parking.  Also,  without 
procedures  to  ensure  regularly  scheduled  evaluations  of  the  beat 
structure  (through  survey  work),  the  effectiveness  of  these 
patrol  areas  rapidly  diminishes.  Cities  that  have  changing  land 
trends  (development)  have  parking  patterns  which  change  at  the 
same  pace.  Patrol  areas  must  reflect  these  changes  in  the  same 
way. 

All  PCOs  are  given  three-wheel  vehicles  to  patrol  their 
beats.  At  the  time  of  our  study,  the  police  are  currently 
phasing  out  Cushman  scooters  and  using  Trident  motorcycles  which 
were  found  to  be  more  reliable  and  less  dangerous.  Efficient 
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deployment  strategies  use  a  mixture  of  riding  and  walking  beats, 
with  the  larger  beats  requiring  use  of  a  vehicle.  This  approach 
tailors  the  mode  of  enforcement  to  the  density  of  parking 
violation  activity. 

The  Parking  Contol  Unit  provides  full  coverage  five  days  a 
week  in  three  shifts:  6:30  a,m.  to  3:00  p.m.;  8:00  a.m.  to  4:30 
p.m.,  and  10:00  a.m.  to  6:30  p.m.  As  of  September  1985,  15  PCOs 
were  assigned  to  the  6:30  shift,  18  to  the  8:00  shift;  and  59  to 
the  10:00  shift.  These  shifts  were  designed  to  cover  both  rush 
hour  periods,  and,  as  appropriate,  the  majority  of  officers  work 
the  latter  shift.  This  group  includes  a  special  residential 
permit  parking  detail  assigned  to  patrol  residential  areas. 

The  second  major  staffing  shift  uses  a  special  detail 
dedicated  to  street  sweeping  enforcement.  These  33  PCOs  are 
deployed  out  of  the  various  DPW  street  sweeper  garage  and  work  in 
three  shifts:  5:50  a. m.  to  2:20  p.m. ,  6:30  a.m*  to  3:00  p.nu,  and 
11:00  p.m.  to  7:30  a.m.  Policy  states  that  street  sweeping 
citations  may  be  issued  only  when  the  POO  precedes  the  sweeper. 
(Recently  the  number  of  POOs  assigned  to  this  duty  was  dropped  to 
29.)  % 

There  are  currently  nine  officers  assigned  to  work  out 
various  police  districts  throughout  the  city.  These  PCOs  ar^e 
responsible  for  requests  for  enforcement  (usually  blocked 
driveway  areas)  and  calls  and  for  abandoned  vehicle  towing.  The 
rest  of  the  work  force  is  dedicated  to  desk  duty  functions 
including  scofflaw  apprehension,  tow  dispatching  and  other 
clerical  responsibilities. 

Beat  assignments  are  changed  after  six  months.  Shift  and 
supervisor  assignments,  unless  dictated  by  police  management  or 
by  request,  are  changed  on  the  basis  of  seniority  only.  Our 
experience  shows  that  changing  beat  and  supervisor  relationships 
often  leads  to  a  more  stimulating  work  environment  and  allows  th^ 
officer  to  get  to  know  new  areas.  _ 

Finally,  area-specific  performance  standards  have  not  been 
systematically  developed.  Performance  assessments,  in  relation 
to  work  productivity,  are  based  on  informal  issuance  calculations 
connected  to  a  beat.  There  does  not  seem  to  be  an  incentive 
system  in  place  which  identifies  and  rewards  exceptional  levels 
of  performance. 


Policy  .and  Practice 

San  Francisco's  parking  enforcement  program's  policies  and 
procedures  seem  to  reflect  the  difference  between  the  reality  of 
parking  in  the  city  and  "the  letter  of  the  law."  While  this 
approach  may  ensure  consistent  practice  through  the  City,   it  can 
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also  detract  from  the  original  reason  for  instituting  parking 
regulations.  In  our  experience,  when  the  quality  of  parking 
regulations  is  good  (i.e.,  when  they  accurately  reflect  the  needs 
of  all  users),  enforcement  is  more  likely  to  be  equitable.  If 
enforcement  strays  too  far  from  the  original  intent  of  the  law, 
the  City's  parking  and  transportation  system  suffer.  In  San 
Francisco,  policies  are  assigned  in  relation  to  each  violation 
that  can  be  written.  In  many  cases,  there  is  no  difference 
between  the  reading  of  the  regulation  and  the  practice  used  to 
enforce  it. 

Yellow  loading  zone  enforcement  is  a  good  example  of  the 
problem.  The  POO  training  manual  states  that  passenger  cars  may 
park  for  three  minutes  if  someone  stays  with  the  vehicle.  The  law 
also  states  that  commercial  vehicles  may  park  for  30  minutes,  but 
the  officer  must  allow  40  minutes.  Building  discretion  into  the 
law  in  this  way  makes  sense  but  without  continuous 
reinforcement,  the  practice  of  closely  and  effectively  enforcing 
yellow  loading  zones  for  overtime  parking  is  greatly  reduced. 
Therefore,  the  zones  remain  fully  occupied  during  business  hours. 
A  direct  result  of  this  policy  has  been  an  increase  in  double- 
parked  cars  throughout  San  Francisco.  In  most  cases,  those  who 
double  park  are  drivers  of  delivery  vehicles  who  cannot  fintd 
loading  space  at  the  curb.  ~j 

As  the  problem  of  double  parking  increased,  another  policy 
was  developed  which  allowed  commercial  vehicles  to  double  park 
"only  when  'reasonably  necessary'  to  do  so  to  accomplish 
anything  connected  with  loading  or  unloading."  (Quoted  from  the 
PCO  training  manual.)  This  interpretation  sent  a  message  to  all 
parking  enforcement  officers  in  the  City:  double  parking  is  a 
reality  which  must  be  allowed  even  when  it  causes  safety  hazards. 
Many  City  drivers  now  accept  double  parking  as  a  "necessary  evil" 
and  another   "business  expense". 

The  evolution  of  poor  habits  has  been  reversed  in  many 
cities  with  similar  levels  of  congestion  through  strong  but  fair 
enforcement  policies  and  practices  (supported  by  active  public 
information  campaigns).  San  Francisco  has  seen  a  deterioration 
in  its  parking  habits  resulting  largely  from  weakened  citation 
issuance  procedures  such  as  these. 


Cost  Benefit  Ratio 

Our  estimated  cost  of  the  citation  issuance  program  is  $5.5 
million.  This  excludes  Police  Department  overhead,  ticket 
processing,  automated  information  costs,  and  related  facilities 
costs.  Assuming  a  staffing  level  of  164  PCOs,  this  translates 
into  a  per-officer  cost  of  $33,800  per  year.  In  San  Francisco, 
salaries  accounted  for  more  than  three  quarters  (83%)  of  the 
total  budget. 
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Parking  citation  revenues  in  Fiscal  Year  1984-85  were  $20.7 
million.  Since  PCOs  issued  approximately  84%  of  all  tickets, 
they  generated  approximately  $17.4  million  during  this  same  time 
period.  At  a  cost  of  $5.5  million  for  the  entire  operation  the 
cost/benefit  ratio  is  estimated  at  1  to  3.2.  Our  experience  in 
other  cities  shows  that  a  well-managed  program  can  achieve  cost 
benefit  ratios  of  up  to  1  to  10. 


7.1.2    Ticket  Writing  Recommendations 

Our  evaluation  of  existing  ticket  issuance  operations  in  San 
Francisco  has  led  to  a  number  of  recommendations  focusing  on  the 
organization,  management,  and  operation  of  the  program.  Both  our 
findings  and  recommendations  are  summarized  on  Exhibit  7-2. 


1.       CREATE,    UNDER   THE   NEWLY   FORMED  TRAFFIC  AND  PARKING 

COMMISSION,    A  PARKING   CONTROL  SECTION  TRANSFERRINS  TKE 

PARKING    OFFICER   OPERATION    FROM   THE    POLICE  DEPARTMENT. 

We  have  estimated  ticket  writer  staffing  requirement's 
based  on  the  need  for  increased  enforcement. 
Transportation,  planning,  and  community  groups  have  called 
for  better  enforcement  of  loading  zones,  bus  zones,  safety 
regulations,  and  metered  areas  around  the  City.  Over  the 
past  several  years,  while  parking  activity  has  increased, 
ticket  issuance  has  remained  at  stable  levels.  To  deliver 
more  effective  and  efficient  services  would  take  a  staff  of 
192  PCOs  dedicated  strictly  to  ticket  issuance.  At  this 
level  and  with  increased  productivity  it  will  be  possible  to 
raise  issuance  levels  by  over  600,000  citations  in  the  first 
year  of  the  new  program.  If  50%  of  these  additional  tickets 
are  written  for  meter  violations  only,  they  would  represent 
an  extra  1.5  tickets  per  meter  per  month.  Combining  this 
increase  with  the  current  rate  of  meter  enforcement  would 
result  in  a  ticket  writing  rate  of  4.1  tickets  per  meter  per 
month;  which,  however,  remains  below  the  national  standard 
of  five  tickets  per  meter  per  month. 

We  believe  that  this  level  of  staffing  represents  the 
beginning  of  a  commitment  to  increase  efforts  mitigating  and 
eventually  reversing  illegal  parking  patterns.  Because  of 
the  size  of  the  problem,  we  also  recommend  that  the  city 
consider  phasing  in,  over  time,  additional  POO  positions. 
The  force  size  should  grow  to  275  positions  over  three  years 
in  order  to  provide  adequate  coverage  of  an  expanding  meter 
system  and  of  better  regulation  of  curb  space.  Such 
increases  in  the  normal  enforcement  of  parking  regulations 
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are  necessary  to  provide  sound  traffic  and  street  management 
in  an  expanding  urban  environment.  The  increases  in 
enforcement  projected  can  be  achieved  in  a  planned  program 
implemented  along  with  community  input,  public  notification, 
and  general  sensitivity  to  ensure  a  perception  of  positive 
rather  than  punitive  impact. 

The  reorganization  of  this  function  will  require 
development  and  revision  of  standard  operating  procedures, 
functional  statements,  and  job  descriptions  where  necessary. 
In  this  process  it  is  essential  to  develop  a  procedural 
framework  emphasizing  the  responsibility  management  focus 
for  the  new  parking  enforcement  program.  Relocating  this 
function  into  a  Traffic  and  Parking  Commission  will  make  it 
possible  for  managers  to  concentrate  on  meeting  enforcement 
objectives  without  the  conflicting  demands  of  a  multi- 
function agency  such  as  the  Police  Department. 


2.       NARROW  POO  RESPONSIBILITIES  TO  PROVIDE  A  CLEAR  FOCDS  ON 

PARKING  ENFORCEMENT  FUNCTIONS.  % 

For  the  benefits  of  sound  enforcement  to  be  realized^  it  is 
essential  for  the  new   parking  control   section  to  dedicate 
maximum  numbers  of  personnel  to  enforcement.  Therefore, 
we  recommend  that  the  City  relieve  the  PCOs  of  the  following 
duties : 

o  Scoff  law  responsibilities  and  tow  dispatching  should 
be  transferred  to  specialized  units  in  the  Enforcement 
Division  (See  Section  7.2  and  7.3  respectively) 

o  Intersection  control  duties  should  remain  with  the 
Police  Department   (See  Section  7.4)  ~- 

o  Abandoned  vehicle  functions  should  be  performed  by  the 
Police  Divisions  primarily  because  of  the  close 
connection  between  stolen  and  abandoned  vehicles. 

o  Clerical  and  analytical  work  currently  performed  by  the 
PCOs  should  be  performed  by  clerks  and  analysts 
dedicated  to  these  support  roles. 

This  reallocation  of  responsibilities  along  with  the 
provision  of  adequate  PCO  operational  support  will  enable 
regular  PCOs  to  increase  individual  productivity  from  an 
average  6  0  citations  per  day  to  75  citations  per  day.  Some 
cities  with  similar  congestion  levels  and  dedicated  parking 
control  organizations  consistently  issue  over  100  tickets 
per  person  per  day;  therefore,  the  national  standard  (of  75 
tickets  per  person  per  day)  should  be  easily  attainable. 
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3.       PROVIDE     ADEQUATE    STAFFING     SUPPORT    IN    THE  PARKING 


CONTROL  SECTION 

Eliminating  non-enf  or  cement  functions  from  the  PCOs1 
range  of  obligations  is  absolutely  necessary.  However,  this 
realignment  of  responsibilities  makes  little  sense  without 
providing  adequate  support  to  perform  these  duties. 
Therefore,  we  recommend  "building  in"  support  positions  to 
handle  those  supervisory,  clerical,  and  analytical  tasks 
that  the  new  Parking  Control  Section  will  generate. 

Supervision 

The  first  line  supervisor  is  one  of  the  most  important 
positions  within  the  ticketing  operation.  Not  only  is  the 
Supervisor  responsible  for  his  or  her  own  work  performance 
but  also  for  fulfilling  those  requirements  assigned  to  the 
squad.  In  most  cases,  the  supervisors  ability  to  motivate 
makes  the  difference  between  average  and  good  performance  by 
civilian  officers.  The  supervisor  also  takes  responsibility 
for  all  parking  enforcement  duties  and  actions  which  occur 
in  his  or  her  assigned  squad  area.  This  geographic  division 
of  responsibility  is  critical  to  ensure  the  success  of  tlse 
program  because  it  clearly  defines  lines  of  accountability 
and,  in  turn,  makes  measuring  performance  easier. 

The  nature  of  the  job  demands  that  the  supervisor  spend 
the  majority  of  time  in  one-on-one  supervision.  Most 
successful  ticket  writing  operations  work  to  maintain  a 
supervisor  to  employee  ratio  of  1  to  8.  With  this  ratio, 
the  supervisor  should  spend  an  average  of  40  minutes  a  day 
with  each  squad  member.  Therefore,  in  the  new  Parking 
Control  Section,  we  recommend  that  nineteen  supervisors  be 
promoted  from  within  the  existing  group  of  PCOs.  Thi^s 
fulfills  the  ratio  requirements  for  officers  on  regular 
patrol.  We  recommend  that  one  supervisor  be  made 
responsible  for  the  street  sweeping  detail,  which  will 
remain  staffed  at  the  current  level  of  29  officers.  This 
ratio  is  greater  because  this  group  enforces  only  one 
regulation. 

Clerical  Support 

In  order  to  fulfill  the  support  requirements  of  a  self- 
sufficient,  single  responsibility  center,  we  recommend  that 
three  clerical  positions  be  established.  This  staffing 
level  should  fulfill  all  the  clerical  requirements  generated 
by  an  operational  unit  of  this  type.     These  include: 

o    maintaining  ticket  counts 

o    preparing  tickets  for  processing 
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o    maintaining  personnel  records 
o    answering  phones 
o    typing  letters  and  memos 
o    filing  office  records 

Once  positions  are  filled,  uniformed  officers  should 
not  be  used  for  office  duties.  Past  experiences  show  that 
if  light  duty  positions  are  available,  abuse  is  likely. 
Arrangements  should  be  made  to  return  a  temporarily  disabled 
person  to  work  as  quickly  as  possible  or  to  free  up  the 
position  so  that  a  physically  capable  person  can  be  brought 
on. 

Analytical  Resources 

Professional  analytical  capability  to  assist  line 
operations  is  an  integral  part  of  providing  support  to  a 
self-sufficient  PCO  unit.  We  recommend  that  the  section  be 
provided  with  three  analysts.     Their  duties  would  include:,.. 

o        Identification   ways   to   improve   officer  and 

operational  performance  I- 

o        Develop  and   continuously    revise   deployment   plans  f%r 
the  daily  and  hourly  distribution  of  PCO 

o        Determine    patrol    areas   through   street   surveys  and 
historical  analysis 

o       Develop  workable  performance  standards 

o        Develop  budget,  personnel  and  equipment  requests 


4.       REVISE  EXISTING  DEPLOYMENT  PLAN 

The  following  existing  deployment  deserve  attention  By 
analysts  in  order  to  determine  opportunities  to  increase 
operational  efficiency  and  the  overall  effectiveness  of 
citation  issuance  in  San  Francisco. 

o  Evaluate  the  specialized  patrol  approach  to  handling 
responsibility.  Our  experience  indicates  that  beats 
should  be  designed  to  include  the  full  variety  of 
violation  activity.  This  is  helpful  not  only  because 
it  allows  officers  to  learn  the  entire  range  of 
enforceable  regulations  but  also  because  it  focuses 
responsibility  within  definable  geographical 
boundaries.  Currently,  street  sweeping  and 
preferential  parking  permit  regulations  are  enforced 
through  special  details. 
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o  Institute  walking  beats  to  better  cover  the  more 
congested  areas  of  the  city.  Prior  experience  with 
other  cities  indicates  that  walking  beats  in  highly- 
congested  areas  are  a  more  efficient  use  of  manpower. 
High  occupancy  levels  usually  mean  high  violation 
activity.  A  well  thought-out  beat  structure  based  on 
violation  survey  analysis  will  accommodate  this 
activity  through  designing  smaller  beats.  Beats  of 
less  than  10  to  15  square  blocks  should  be  patrolled  on 
foot.  Larger  beats  with  more  wider  violation  patterns 
deserve  vehicle  patrol. 

o  Evaluate  PCO  manpower  distribution  over  time.  The 
enforcement  level  provided  during  different  hours  of 
the  day  and  days  of  the  week  should  be  analyzed  for 
gaps.  Parking  hours  of  operation  (i.e.,  meter  hours, 
residential  permit  hours,  posted  time  limits,  etc.), 
should  be  considered  in  conjunction  with  parking 
activity  levels  to  determine  manpower  distribution.  If 
there  is  need  for  ,more  enforcement  at  a  certain  tinue 
(i.e.,  6-10  p.m.)  or  day  (i.e.,  Saturdays),  deployment 
plans  should  be  modified.  The  reverse  is  also  true* 
Low  activity  levels  should  be  reflected  in  loweir 
de  pi  oy  me  n  t  1  ev  el  s.  m 

o  Evaluate  the  existing  rush-hour  strategy.  Currently, 
rush-hour  towing  is  hindered  by  procedural  and 
institutional  road-blocks.  As  a  result,  it  is  very 
difficult  to  clear  rush-hour  lanes  quickly  and 
efficiently.  Officers  must  request  tows  and  wait  at 
the  location  for  the  crane  to  appear.  Response  time  is 
anywhere  from  five  to  forty-five  minutes.  At  the 
beginning  of  the  rush-hour,  (4:00  p.m.)  ,  trucks  arrive 
at  locations  where  the  most  frequent  violations  occur. 
This  tow  sweep  works  well  at  the  beginning  of  th-e 
period,  but  loses  its  effectiveness  (i.e.,  response 
times  increase)  as  POOs  and  trucks  scatter  in  different 
directions.  In  addition,  other  regulations  go 
unenforced  during  those  periods  because  POOs  must  wait 
until  the  crane  arrives. 

Cities  with  effective  enforcement  programs  ticket 
and  tow  during  these  periods  without  POOs  waiting  for 
cranes  to  arrive.  After  writing  the  ticket  and 
requesting  the  tow,  the  officer  places  a  "tow"  sticker 
on  the  rear  window  of  the  vehicle  and  moves  on  to 
patrol  the  remaining  streets  within  the  assigned  beat. 
The  tow  truck  operator  is  responsible  for  identifying 
the  car,  completing  the  inventory  form,  and  towing  the 
vehicle  to  the  lot.  Ticket  writer  time  is  thus  used 
more  efficiently. 
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o  Rotate  beats  every  month.  Currently,  beats  rotate  every 
six  months.  Instituting  a  more  frequent  beat  rotation 
schedule  would  help  PCOs  learn  geographic  particulars 
which  would  increase  their  ability  to  handle  the  full 
variety  of  possible  situations  and  violations.  This 
procedure  also  minimizes  the  opportunity  for  officers 
to  get  "stale".  Squad/supervisor  rotation  also  provides 
PCOs  the  opportunity  to  develop  new  work  relationships. 


5.       DEVELOP    AND    REVISE    STANDARD    OPERATING  PROCEDURES 

Standard  operating  policies,  procedures,  and  practices 
should  be  reviewed  to  ensure  consistency  of  enforcement. 
Existing  enforcement  policies  should  be  reviewed  in 
relation  to  the  situations  which  they  address.  Policies 
that  only  contribute  to  the  problem  should  be  re- evaluated 
and  changed  to  positively  address  the  situation. 


6.       REVIEW    AND    REVISE    CURRENT    MANAGEMENT  INFORMATION 
REPORTS  i 

In  order  to  provide  managers  and  supervisors  with  data 
needed  to  monitor  and  control  program  performance  arfQ 
individual  productivity,  quality  M.  I.S.  reports  must  be 
regularly  generated.  Typical  reports  generated  from  ticket 
processing  ,  utilizing  information  derived  from  the  citation 
itself,  provide  statistical  summaries  on  the  number  of 
tickets  issued  by  violation  category,  by  state,  and  by 
issuing  agency. 

More  sophisticated  systems  can  provide  regular 
statistics  on  tickets  issued  by  hour  of  the  day,  day  of  the 
week,  and  geographic  area.  For  supervisor  review,  reports 
can  compare  officer  error  rates,  disposition  and  paymeiifc 
information,  and  the  types  and  volumes  of  citations  written 
by  officer. 

The  existing  processing  system  in  San  Francisco, 
administered  by  the  municipal  court,  does  not  provide  this 
type  of  management  information.  The  PCO  program  relies 
almost  solely  on  manual  counts  that  are  time  consuming  and 
hard  to  verify. 


7.       PROVIDE    AND    IMPROVE    VEHICLES,     COMMUNICATIONS  AND 
OTHER  EQUIPMENT. 

We  found  that  all  PCOs  were  provided  with  three-wheel 
Trident  motorcycles  equipped  with  mobile  two-way  radios. 
These  vehicles,    while  proven  to  be  more  reliable  and  safer 
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than  Cushman  three-wheel  scooters,  have  contributed  to  users 
developing  physical  problems  related  to  the  wearing  of 
helmets  and  the  bumpy  ride.  Initially,  we  recommend 
transferring  75  motorcycles  to  the  new  Parking  Control 
Section  of  the  Traffic  and  Parking  Commission.  These 
vehicles  should  be  phased  out  over  time  and  replaced  with 
subcompact  cars  or  jeeps  which  have  proven  safer,  more 
dependable  and  less  expensive  to  maintain.  The  75  vehicles 
should  be  used  for  the  existing  street  sweeping  patrol  and 
the  estimated  35  riding  beats.  The  Parking  Control  Section 
should  purchase  13  passenger  vans  to  transport  PCOs  to  beats 
designed  for  foot  patrol. 

After  dropping  off  squad  members,  the  supervisor  should 
stay  within  the  area  to  meet  officers  on  their  daily  patrol, 
to  handle  complaints  or  requests  by  the  public,  and  perform 
other  supervisor  functions.  By  remaining  in  the  area,  the 
supervisor  can  better  assist  PCOs  by  providing  additional 
ticket  books,  rain  gear,  or  other  necessities  that  PCOs  may 
not  be  able  to  carry. 

Foot  patrol  officers  need  to  be  in  touch  with 
supervisors  through  two-way  radio.  We  recommend  that  thie 
section  purchase  124  portable  radios  for  officers  on  walking 
beats  and  supervisors.  ~~ 

Officers  patrolling  by  vehicle  should  continue  to  use 
existing  mobile  radios  for  communication. 

Finally,  new  lockers  should  be  purchased  to  be 
installed  in  the  new  parking  control  facility.  Existing 
lockers  are  not  adequate  in  size  or  number.  Every  PCO 
should  have  his  or  her  own  locker. 


7.2     SCOFFLAW  PROGRAM  m 

To  ensure  good  levels  of  compliance  with  posted 
regulations,  necessary  requirements  that  make  it  worthwhile  for 
motorists  to  obey  the  law  must  be  satisfied.  Vehicle  operators 
make  conscious  decisions  about  where  to  park  by  weighing  the  cost 
versus  the  benefit  of  each  option.  If  drivers  believe  that  the 
chances  of  paying  a  fine  for  parking  illegally  are  good,  they 
might  choose  not  to.  In  order  to  be  successful  in  its  efforts, 
parking  enforcement  programs  must  strive  to  create  this 
■deterrent"  effect. 

The  driver  who  respects  parking  regulations  the  least  is 
usually  the  one  who  receives  the  most  citations.  This  person, 
the  habitual  violator  or  "scofflaw",  also  usually  monopolizes 
metered  spaces  (meant  for  customers);  blocks  loading  zones 
(intended    for    delivery    vehicles);     and    blocks  crosswalks, 
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intersections,  fire  hydrants  and  bus  zones.  Many  jurisdictions 
have  turned  to  the  use  of  the  "boot"  in  an  effort  to  make  illegal 
parking  less  appealing  to  scof flaws. 

The  boot,  a  wheel-damping  device,  has  proven  to  be  the  most 
effective  strategy  used  to  encourage  compliance  with  parking 
regulations.  Use  of  this  immobilization  device  gives  more  clout 
to  the  parking  ticket  by  making  it  less  profitable  to  park 
illegally. 

Other  cities  typically  use  the  boot  on  legally  parked 
identifiable  scofflaw  vehicles.  The  device  is  simple  to  operate; 
reserves  the  use  of  tow  trucks  for  traffic  flow  or  safety-problem 
towing;  minimizes  damage  often  related  to  towing;  and  is  less 
expensive.  Intelligently  used,  booting  programs  mitigate  high 
scofflaw  population  levels  as  well  as  the  related  traffic  and 
parking  problems  surrounding  such  illegal  actions. 


7.2.1  Findings 

does  not  use  the  boot  to  enforce  scofflaw 
identified  by  a  Police  Officer  or  PCO,  m 
towed  to  the  towing  contractor's  impound  lot* 

At  the  time  of  this  study,  the  Police  Department  had 
initiated  a  "Scofflaw  Abatement  Program"  (SAP).  This  program 
enlists  four  PCOs  (assigned  to  desk  duty  in  the  municipal  court) 
to  run  computer  checks  on  vehicles,  advise  citizens  of  release 
procedures,  and  handle  any  related  filing  requirements.  Less 
than  ten  scofflaw  vehicles  are  towed  daily,  far  below  the 
program's  potential  given  an  estimated  scofflaw  population  of 
70,000  vehicles.  Current  California  law  restricts  scofflaw 
enforcement  by  limiting  such  actions  to  in-state  vehicles  with 
five  or  more  unpaid  tickets  and  with  expired  registration  but 
does  not  include  vehicles  currently  registered  in  California.  ArS 
a  result,  the  City  not  enforce  a  multiple  violation  group  which 
is  estimated  to  be  a  majority  of  the  scofflaw  population. 

Other  problems  in  San  Francisco's  scofflaw  enforcement 
efforts  include:  very  low  priority  in  the  Police  Department; 
inadequate  lot  space  at  the  impoundment  lot;  and  insufficient 
data  processing  support. 

In  addition,  the  DMV  hold  procedure  which  specifies 
satisfaction  of  citation  payment  before  an  owner  can  re-register 
his  or  her  vehicle  creates  another  problem.  A  loophole  provides 
that  the  owner  is  not  held  accountable  if  the  vehicle  is 
registered  in  another  name  (i.e.,  another  family  member).  Owners 
switch  names  and  registered  "owners"  to  beat  the  system. 


San  Francisco 
violations.  When 
scofflaw  vehicle  is 
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Operations 


The  Scofflaw  Abatement  Program  is  little  more  than  a 
clerical  support  unit  which  manages  and  disseminates  information 
to  PCOs  and  to  the  public  No  dedicated  patrol  unit  is  assigned 
to  the  identification  and  impoundment  of  scofflaw  vehicles. 
Rather,  the  responsibility  is  spread  over  the  entire  Parking  and 
Traffic  Control  Division,  which  includes  all  PCOs,  Since  this 
function  is  viewed  as  a  low  priority,  little  effort  is  made  to 
■apprehend"  these  vehicles.  Investigation  on  a  vehicle  begins 
only  after  a  PCO  makes  a  visual  determination.  In  many  cases,  an 
initial  observation  proves  false  and  the  effort  made  to 
investiagate  is  wasted.  Printed  license  plate  listings  of 
violators  with  multiple  violations  would  save  time  and  increase 
patrol  efficiency. 

The  lack  of  storage  space  at  the  tow  lot  makes  it  hard  for 
the  Police  to  authorize  officers  to  impound  identifiable  scofflaw 
vehicles.  Instructions  to  tow  only  vehicles  that  "look 
claimable"  are  communicated  to  all  enforcement  and  SAP  officers. 
This  policy  makes  it  close  to  impossible  to  affect  the  problem.- 

Another  restriction  designed  to  minimize  the  number  ©f 
mistakes  made  in  the  program  is  a  policy  that  only  vehicles  wi^i 
five  or  more  tickets  .and  registration  expired  over  90  days  af^ 
eligible  for  impoundment.  This  three-month  cushion  reduces  the 
chance  that  the  owner  did  register  his  or  her  vehicle  before  tag 
expiration  but  has  not  yet  received  the  DMV  registration  tabs  to 
display  on  the  license  plate. 

With  these  institutional ized  1  imitations,  and  without  policy 
changes,  the  potential  of  reducing  the  scofflaw  population  and 
managing  the  problem  appear  unlikely. 


Towing     and  Vehicle  Release  § 

Once  requirements  listed  above  are  met,  the  officer  requests 
a  tow  from  the  SAP  unit  stationed  at  the  court.  The  PCOs  make  a 
computer  check  of  the  license  plate.  If  records  indicate  five  or 
more  tickets  on  the  vehicle's  record,  then  authorization  is  given 
to  impound. 

The  radio  request  for  tow  is  made  (through  the  tow- 
dispatcher  detail)  and  a  crane  is  sent  to  the  location.  If  the 
vehicle  operator  returns  before  the  vehicle  has  been  towed  the 
civilian  officer  has  no  legal  power  to  hold  the  vehicle  until  the 
truck  arrives  (between  15  and  45  minutes).  Many  scofflaw  vehicles 
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escape  seizure  because  the  vehicle  is  not  immobilized  in  any  way. 
If  the  truck  arrives  before  the  vehicle  owner  arrives  and  towing 
therefore  takes  place,  the  tow  operators  hold  the  vehicle  until 
special  authorization  is  made  for  its  release.  The  SAP  officers, 
at  the  same  time,  manually  file  the  related  form. 

To  claim  the  vehicle  the  owner  or  operator  must  appear  at 
the  pay  window  at  the  municipal  court  and  schedule  a  court 
appearance.  The  operator  pays  no  money  at  that  time  for  the  value 
of  the  outstanding  citations.  However,  the  driver  receives 
authorization  for  the  vehicle's  release  by  signing  a  "promise  to 
appear"  in  court  on  the  designated  date.  The  operator  takes  the 
authorization  form  to  the  tow  lot  and  receives  his  or  her  car. 
If  the  owner  does  not  appear  in  court  at  the  designated  time,  a 
warrant  is  issued  for  his  or  her  appearance. 

No  computerized  management  reports  are  generated  on 
scofflaw  populations.  Manual  records  of  vehicles  towed  are  kept 
by  SAP  officers.  Little  or  no  analytical  activities  are 
performed  which  could  assist  in  these  enforcement  efforts. 


7.2.2    Recommendations  m 

Our  evaluation  of  the  scofflaw  apprehension  program  in  San 
Francisco  revealed  major  problems  with  its  organization  and 
operation.  With  an  estimated  scofflaw  population  of  70,000,  the 
towing  of  fifteen  vehicles  per  day  does  not  represent  an  adequate 
response  to  the  problem.  Such  weak  enforcement  encourages 
scofflaws  and  undermines  the  entire  regulatory  program.  The 
effect  of  this  lackluster  effort  contributes  to  the  recently 
declining  collection  rate. 

The  program  performs  poorly  because  of  real  and  perceived 
restrictions  in  the  law,  low  priority  of  the  program  within  the 
Police  Department,   and  no  dedicated  patrol  staffing.  m 

Our  recommendations  to  improve  the  performance  level  of  the 
scofflaw  program  follow: 


1.  TRANSFER  TOE  RESPONSIBILITY  FOR  SCOFFLAW  ENFORCEMENT 
FROM  THE  POLICE  DEPARTMENT  TO  TOE  TRAFFIC  AND  PARKINS 
COMMISSION  UNDER  TOE  PARKING  ENFORCEMENT  DIVISION 

Transfer  the  scofflaw  program  from  the  Police 
Department  to  the  new  single  responsibility  center  for 
parking  management.  This  move  will  facilitate  improved 
operating  levels  and  will  aid  in  the  implementation  of  an 
expanded  booting  program  when  necessary  legislative  changes 
permit. 
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2.  SEEK  LEGISLATIVE  CHANGES  IN  SECTION  22652(i)  OF  THE 
CALIFORNIA  VEHICLE  CODE  (THROUGH  SUPPORT  OF  ASSEMBLY 
BILL  1602)  AND  THE  SAN  FRANCISCO  TRAFFIC  CODE  NEEDED  TO 
IMPLEMENT  A  TRADITIONAL  BOOT  PROGRAM   IN  TOE  CITY. 

These  changes  will  make  it  possible  to  leave  booted 
vehicles  on  the  street  up  to  three  days;  charge  a  boot  fee; 
and  boot  both  California  and  out-of-state  scoff  law  vehicles 
regardless  of  registration  status  and  will  result  in 
identifying  and  immobilizing  more  than  three  times  the 
number  of  scoff  law  vehicles  than  are  being  towed  under  the 
existing  program.  This  new  program  will  improve  overall 
parking  ticket  collection  rates  and  will  make  it  worthwhile 
for  drivers  to  park  legally. 

3.  INSTITUTE  A  LIMITED  BOOTING  PROGRAM  TO  INCLUDE 
PERSONNEL  DEDICATED  TO  PATROLLING  FOR  SCOFFLAW 
VEHICLES 

Purchase  150  boots  initially  and  initiate  a  traditional 
booting  program  with  eight  booters,  one  boot  releaser,  o&e 
manager/analyst,   ond  working  supervisor,   and  one  clerk. 

In  this  program,  boot  crews  would  immobilize  cars 
(after  scofflaw  verification)  and  continue  on  patrol.  A 
boot  fee  that  is  sufficient  to  offset  the  cost  of  the 
program  (we  recommend  $25.00)  should  be  charged  to  the  owner 
of  the  booted  vehicle.  After  payment  is  made  by  the  owner,  a 
release  crew  would  be  dispatched  to  the  location  to  remove 
the  boot.  This  release  procedures  saves  valuable  tow- truck 
time  and  lot  space.  If  a  car  is  located  in  a  potentially 
hazardous  or  traffic-related  location,  the  crew  would  of 
course  request  a  tow  immediately  rather  than  boot  th-e 
vehicle.  ^ 

With  an  aggressive  public  information  and  community 
outreach  program,  this  enforcement  tactic  will  be  accepted 
by  the  public  as  it  is  in  cities  with  similar  campaigns 
nationwide. 

Boot  crews  should  patrol  (in  new  booting  trucks)  with 
scofflaw  list  "hotbooks"  in  assigned  areas  looking  for 
license  plate  matches.  Dedicated  manpower,  revised 
procedures,  plus  more  efficient  radio  dispatching  (mobile 
radios  should  be  purchased  and  included  in  booting  vehicles) 
should  make  it  possible  to  increase  levels  of  scofflaw 
booting  and  towing  from  less  than  ten  to  over  6  0  per  day. 
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7.3     TOWING  PROGRAM 


The  towing  and  impoundment  of  illegally  and  dangerously 
parked  vehicles  is  a  vital  component  in  a  well-managed  traffic 
and  parking  management  organization.  A  responsive  towing 
operation  can  be  used  as  an  additional  enforcement  tool  in  tandem 
with  a  thorough  ticket  writing  effort.  Towing  addresses  problems 
which  ticketing  alone  cannot  solve,  such  as  the  removal  or 
relocation  of  vehicles  from  locations  where  they  are  improperly 
or  hazardously  parked.  San  Francisco  and  the  State  of  California 
have  clear  guidelines  specifying  tow  able  offenses.  They  include 
parking  in: 

o  Fire  hydrant  zones 

o  Bus  stops 

o  Red  zones 

o  Emergency  lanes 

o  Rush  hour  traffic  lanes 

o  Intersections 

o  Driveways  so  as  to  block  access 

o  Any  zone  marked  "tow- aw  ay"  -~ 

Positive  benefits  from  an  effective  towing  operati<|ri 
include:  smoother  rush-hour  traffic;  more  efficient  bus  aifi 
trolley  route  timing  leading  to  quicker  traversing  of  routes^ 
quicker  emergency  vehicle  response  and  better  emergency  access  to 
curb  space;  and  an  overall  decrease  in  the  number  of  accidents  at 
intersections. 


7.3.1  Findings 

Our  evaluation  of  the  towing  program  in  San  Francisco 
discovered  a  number  of  areas  needing  improvement.  Towing 
illegally  parked  vehicles  is  not  as  effective  a  deterrent  as  it___ 
could  be  in  the  City  because:  ^ 

o  Towing  illegally  parked  vehicles  competes  with  other 
towing  priorities  assigned  by  the  Police  Department 
and,  thus  does  not  receive  the  level  of  attention 
necessary  to  satisfy  parking  enforcement  requirements. 

o  Procedural  and  logistical  problems  that  occur  because 
of  the  relationship  between  the  Police  Department  and 
the  two  towing  contractors  hinder  efficient  vehicle 
towing. 


Organization  .and  Management 

The  San  Francisco  Police  Department  manages  the  citywide 
towing  program  through  administration  of   two  contracts  with 
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towing  vendors.  The  primary  contractor  is  responsible  for  all 
tows  except  abandoned  vehicles,  while  the  second  contractor 
handles  only  abandoned  vehicles. 

Each  company  operates  its  own  tow  lot  and  its  own  fleet  of 
trucks.  There  seems  to  be  little  City  control  over  the  day-to-day 
operations  of  the  vendors.  Currently,  vendors  collect  all  tow  and 
storage  fees  from  the  vehicle  owners.  The  City  does  not  pay  the 
contractor  for  services,  nor  does  it  receive  any  revenues  from 
the  operation  itself.  The  tow  companies  do  not  check  vehicles 
towed  to  the  lots  for  number  of  outstanding  tickets.  Therefore,  a 
significant  opportunity  for  an  additional  enforcement  technique 
and  the  collection  of  outstanding  fines  is  lost. 

Operations 

PCOs  and  Police  Officers  initiate  proceedings  by  requesting 
a  tow  through  radio  communications.  Dispatchers  then  telephone 
the  tow  lot  which,  through  its  own  radio  system,  dispatches  a 
truck  to  the  location.  Estimated  response  time  averages  between 
10  and  45  minutes.  The  POO  completes  an  inventory  of  the  vehicle 
which  the  crane  operator  must  sign,  signifying  that  agreement  an 
the  contents  and  condition  of  the  vehicle.  The  crane  operator 
then  hooks  up  the  car,  signs  the  form,  and  tows  the  car  to  tke 
lot.  Upon  arrival  at  the  lot,  vehicle  information  is  entered  in§© 
a  logbook  to  fulfill  minor  record  keeping  responsibilities. 

The  towing  contractor  uses  15  cranes  which  are,  on  average, 
two  to  three  years  old  and  well  maintained.  We  found  the  lot  to 
be  clean  and  well  organized.  Out  of  the  450  available  spaces,  we 
observed  that  approximately  350  were  occupied.  Most  vehicles  not 
claimed  within  three  days  are  stored  in  other  lots  and  thus 
require  relocation,  a  time-consuming  activity  for  the  tow 
operators. 

In  1984,  the  vendor  towed  41,669  vehicles.  Approximate]^ 
one-half  of  that  number  were  vehicles  towed  as  a  result  Of 
parking  violations.  Based  upon  our  interviews  with  Police 
Department  officials,  100  to  120  tows  are  made  each  day,  of  which 
50  or  6  0  are  for  illegal  parking.  Our  sample  analysis  led  to  the 
same  conclusions.  The  majority  of  parking-related  tows  are  for 
rush-hour  violations.  In  San  Francisco,  approximately  90%  of  the 
illegally-parked  towed  vehicles  are  claimed  within  one  day. 

We  observed  the  following  problems  affecting  productivity: 

o        Procedure  dictates  that  the  officer  remain  with  the  car 
after  he/she  requests  a  tow  until  the  crane  arrives. 

o       Standard  operating  procedures  detailing  guidelines  and 
indicators  of  good  performance  are  not  used. 
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o  Although  the  contracts  provide  general  operational 
guidelines,  no  formal,  systematic  auditing  procedure  is 
performed. 

o  The  contractor  maintains  no  detailed  financial  records 
in  order  to  leave  a  definable  audit  trail.  Receipts  are 
kept  in  a  cashbox  and  a  manual  log  holds  generals 
records.  Revenue  collected  is  not  delivered  on  a 
regular  schedule  to  the  Police  Department. 

o  M.  lis.  reports  detailing  levels  of  performance  (i.e., 
response  time,  release  to  owners,  or  gone-on- arrival 
information)  are  not  required  or  provided. 

o  Vehicles  are  not  screened  for  scofflaw  status  before  or 
after  tow. 

o  The  contractor,  managers,  and  supervisors  do  not 
maximize  lot  space  usage. 

o  Lien  sale  procedures  take  from  30  to  90  days  after 
which  the  vehicle  becomes  the  property  of  th]e 
contractor  and  is  usually  sold  for  scrap.  This  process, 
due  to  legal  restrictions,  is  lengthy  and  contributes 
to  lot  overcrowding.  i 


7.3.2  RECOMMENDATIONS 

The  number  of  parking-related  tows  in  the  City  must  increase 
in  order  to  effectively  lessen  illegal  parking.  PCOs  don't  often 
initiate  towing  from  bus,  loading,  and  safety  zones  because  they 
question  whether  the  tow  operator  will  act  swiftly  and 
consistently.  It  is  essential  to  back  up  ticketing  efforts  with 
effective  towing.  The  towing  contractor  must  be  able  to  fulfill 
this  requirement  by  consistently  providing  a  full-servic% 
dependable,  and  quickly  responsive  effort. 


1.  CREATE  A  TOWING  SECTION  WITHIN  THE  PARKING  AND  TRAFFIC 
COMMISSION  AND  TRANSFER  TOE  RES  PONS  IB  IL ITY  FOR  TOW  INS 
OF  ILLEGALLY  PARKED  AND  SCOFFLAW  VEHICLES  FROM  THE 
POLICE  DEPARTMENT  TO  THE  NEW  SECTION 

The  Parking  and  Traffic  Commission  should  contract  with 
a  vendor  who  will  lease  and  operate  centrally-located  lots 
utilizing  12  to  15  tow  trucks.  Because  the  percentage  of 
towed  vehicles  (from  parking  violations)  that  are  claimed  is 
so  high  (over  90%  turnover  in  one  day),  lot  size  need  not  be 
large.  Since  San  Francisco  has  a  shortage  of  large  land 
parcels,  small  lots  may  be  more  easily  located.  If  finding 
adequate  space  makes  it   difficult  for  potential  vendors  to 
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satisfy  the  bid  requirements,  the  City  should  seriously 
consider  identifying  and  supplying  public  land  for  this 
venture.  This  would  make  it  possible  for  more  companies  to 
bid  and  thus  for  a  more  qualified  vendor  to  be  selected. 

The  towing  section  would  closely  monitor  the  vendor's 
operation  by  defining  standard  operating  procedures,  work 
performance  standards,  and  financial  reporting  procedures. 
Accounting  and  management  information  systems  should  also  be 
monitored  by  this  group.  The  section  will  consist  of  one 
manager  and  a  clerk. 


2.  REVISE  PROCEDURES  SO  TO  AT  AFTER  REQUESTING  A  TOW,  PCOs 
PLACE  A  TOW  STICKER  AND  TICKET  ON  THE  VEHICLE  AND 
CONTINUE  ON  PATROL 

This  modification  in  procedure  will  allow  PCOs  to 
patrol  without  the  associated  delays  which  currently  cause 
major  gaps  in  the  available  patrol  hours.  Assuming  an 
average  of  20  minutes  waiting  time  per  tow,  this  change 
would  save  from  20  to  27  hours  of  patrol  each  day,  the 
equivalent  of  three  PCOs  per  day.  j| 

3.  SCREEN  TOWED  VEHICLES  FOR  SCOFFLAW  STATUS  AND  HOLD 
SCOFFLAW  VEHICLES  UNTIL  OUTSTANDING  CITATIONS  ARE 
SATISFIED 

Through  on-line,  automated  citation  information, 
vehicles  should  be  screened  to  determine  booting 
eligibility.  Those  scoff  law  vehicles  towed  for  other  parking 
violations  should  be  held  at  the  lot  pending  satisfaction  of 
the  associated  outstanding  debit  record. 

7.4     INTERSECTION  TRAFFIC  CONTROL  ~Z 

Vehicles  remaining  in  intersections  after  traffic  signals 
have  changed  from  red  to  green  have  become  a  growing  problem  in 
Downtown  San  Francisco.  By  blocking  the  intersection,  vehicles 
keep  cross-street  traffic  from  moving,  thus  generating  additional 
congestion.  Under  severe  conditions,  this  situation  results  in 
"gridlock",  a  traffic  condition  in  which  traffic  essentially 
stops  in  all  directions. 

While  conditions  do  not  consistently  reach  this  stage,  the 
problem  is  growing  on  approaches  to  the  Bay  Bridge,  on  freeways, 
and  at  intersections  along  Market  and  Missions  Streets.  The  onset 
of  congestion  is  somewhat  unpredictable  because  conditions  on  the 
Bay  Bridge  and  freeways  change  daily.  Accidents  or  other 
blockages  occur  at  random  intervals  and  have  varying  impacts  on 
surface  street  traffic  flow. 
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7.4.1  Findings 


Currently,  the  Police  Department  provices  traffic  control 
services  at  intersections  based  upon  no  formal  planning  or 
analysis.  Parking  Control  Officers  (POOs)  direct  traffic  at  some 
locations  during  the  afternoon  peak  period.  During  the  Christmas 
holiday  season,  sworn  officers  are  assigned  to  intersections  in 
the  Downtown  area  retail  core  and  given  the  primary  duty  of 
controlling  pedestrian  movement.  No  formal  training  in  traffic 
direction  is  provided  and  no  special  safety  equipment  is  worn 
when  directing  traffic 

Traffic  direction  is  no  simple  task:  an  untrained  person 
cannot  merely  stand  in  the  middle  of  an  intersection  and 
effectively  maintain  or  enhance  the  smooth  flow  of  traffic  For 
example,  a  traffic  control  officer  must  work  jjjJth  the  traffic 
signals  and  not  against  them.  Training  and  proper  equipment  are 
essential  for  this  task. 


7.4.2    Recommendations  - 

Overall,  the  City  should  develop  a  specific  program  and 
action  plan  to  control  traffic  at  selected  intersections  in  tie 
Downtown  area.  Our  specifc  recommendations  are  as  follows:  3« 


1.       DEVELOP  AN   INTERSECTION   CONTROL  UNIT  WITHIN   THE  POLICE 
DEPARTMENT 

A  unit  within  the  Police  Department's  Traffic  Division 
should  be  estalished  for  the  specific  task  of  intersection 
control.  Both  civilians  and  uniformed  police  officers  can  be 
used. 


2.       SELECT  INTERSECTIONS  FOR  OFFICER  CONTROL 

Downtown  intersections  should  be  reviewed  to  determine 
which  intersections  require  intersection  control  officers 
(ICOs).   Factors  to  consider  in  such  analysis  include: 

o        Time  of  day. 

o        Congestion     (level  of  service  E  or  F)  . 
o        Duration  of  queueing. 

o        If   intersection  is  on  approach  route  to  bridge  or 
freeways. 

o        If  intersection  serves  a  major  transit  route. 
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o        Pedestrian  traffic  levels 


o        Intersection  geometry. 

The  analysis  will  show  which  intersection  needs  control  and 
at  which  times  or  on  which  days. 


3.        DEVELOP  DEVELOPMENT  PLAN 

The  deployment  plan  will  be  based  upon  the  minimum 
number  of  intersections  requiring  IGOs.  Civilians  should  be 
used  to  fill  this  level  of  demand,  while  sworn  officers 
should  be  used  to  provide  supervision,  part-time  coverage, 
additional  coverage  when  accidents  or  breakdowns  create 
increased  levels  of  congestion,  and  coverage  of 
intersections  with  special  problems.  The  deployment  plan 
must  be  dynamic  in  order  to  respond  to  changing  conditions. 
The  use  of  part  time  employees  should  be  considered.  _ 


4.       PROVIDE  PROPER  TRAINING  AND  EQUIPMENT  j 

All  personnel  assigned  to  intersection  duty  must  fee 
properly  trained  and  equipped.  Several  hours  of  classroom 
instruction  and  supervised  field  training  should  be 
provided.  Equally  essential,  all  ICOs  must  be  equipped  with 
safety  vests,  white  gloves,  and  lighted  batons  to  ensure 
proper  visibility  under  all  conditions. 


5.       ALLOW     CIVILIANS    TO    CITE    VEHICLES    FOR  BLOCKING 
INTERSECTIONS 

The  current  traffic  code  should  be  revised  to  allo^r 
civilian  ICOs  to  cite  a  vehicle  for  blocking  an 
interse ction. 


7.5  COMMUNICATIONS 

The  communications  system  links  all  parking  enforcement 
activities  together  in  order  to  coordinate  the  closely  related 
functions  of  each  operation.  The  system  also  provides  an 
essential  safety  mechanism  by  linking  field  personnel  to  the 
dispatch  center.  Communications  plays  an  important  part  in 
facilitating  an  organizational  cooperation  among  ticket  writers, 
towers,   and  booters. 
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Since  parking  enforcement  programs  operate  citywide,  near 
total  coverage  of  the  city  is  necessary.  In  addition, 
Communications  system  downtime  must  be  minimized  not  only  to 
satisfy  personal  safety  requirements,  but  also  because  of  the 
nature  of  the  work  being  done.  For  example,  in  a  traditional 
booting  program,  once  a  scofflaw  pays  for  his/her  booted  vehicle, 
a  release  crew  must  be  dispatched  at  once  to  release  the  vehicle. 
Booting  crews  also  verify  "hotbook"  information  through  the 
communications  network.  Through  on-line,  real-time  hook-up  of 
license  plate  status  data  at  the  dispatch  center,  the  possiblity 
of  booting  or  towing  a  scofflaw  vehicle  after  the  delinquency 
fine  has  been  paid  is  effectively  eliminated.  Because  booting 
crews  are  dependent  upon  radio  communications,  the  scofflaw- 
booting  program  cannot  operate  when  the  system  is  down. 

Finally,  the  system  must  have  an  short  reponse  time  for 
maximum  efficiency.  Valuable  patrol  time  is  wasted  if 
transmission  delays  are  common.  As  response  time  lengthens,  the 
number  of  towable  offenses  which  are  "gone-on-ar  rival "  increases. 


7.5.1    Findings  ~- 

Existing  enforcement  functions  in  San  Francisco 
supported  by  the  Police  Department's  radio  communications  systefe 
One  of  1 8  assigned  police  frequencies  is  devoted  primarily  to  the 
existing  enforcement  functions  of  ticketing,  towing,  and  scofflaw 
towing.  The  channel  is  used  most  often  for  tow  requests  by  both 
civilian  and  sworn  personnel.  The  system,  which  uses  a  variety  of 
frequency  ranges  and  equipment,  provides  adequate  coverage  of 
between  80%  and  90%  for  the  City. 


Organization  .and  Management  ■-- 

The  Department  of  Electricity  maintains  overall 
responsibility  for  City  governmental  radio  communications.  Theft 
involvement  spans  from  system  design  and  installation  to  on-going 
contract  monitoring.  The  Department  has  allocated  18  frequencies 
to  the  Police  Department,  four  of  which  are  not  used  because 
required  equipment  has  not  been  purchased.  The  working  channels 
are  divided  into  four  police  zones  and  one  Citywide  traffic  zone. 
Currently,  no  channels  are  solely  dedicated  for  use  by  the 
civilian  parking  enforcement  unit. 


Operations 

PCOs  use  the  existing  police  communications  system  in  a  very 
limited  way.  They  are  instructed  to  use  radios  assigned  to  them 
for  three  major  reasons:  1)  to  request  tows;  2)  to  report 
emergencies  and  request  emergency  assistance?    and     3)   to  report 
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found  property.  Thus,  radios  are  not  used  regularly  to  assist 
field  officers  in  their  normal  workday.  As  a  result,  radio 
communications  only  minimally  support  enforcement  operations. 

The  entire  POO  unit  has  only  ten  portable  radios  which  we 
used  by  PCOs  walking  beats  in  the  most  congested  areas  of  the 
City.  The  remaining  field  forces  depend  on  mobile  radios  in  their 
vehicles.  Since  every  officer  in  the  field  is  assigned  a  three- 
wheeled  vehicle,  each  has  the  opportunity  to  receive  and  transmit 
messages.  However,  since  these  radio  units  cannot  be  used  unless 
the  PCO  is  in  the  vehicle,  officers  walking  beats  away  from  their 
vehicles  can  be  out  of  communication  with  supervisors  and  other 
officers  for  long  periods  of  time.  This  lack  of  portable  units 
can  have  serious  operational  and  of f ice r- safety  consequences. 

Dispatching  functions  in  the  Police  Department  are  performed 
by  communications  operators  dedicated  solely  to  Pol  ice- related 
activities  and  by  PCOs  (some  on  light  duty)  dedicated  primarily 
to  towing  and  and  scoff  law  enforcement.  Towing  dispatch  is  manned 
around  the  clock  seven  days  a  week  by  nine  people,  seven  of  whom 
are  PCOs.  They  receive  tow  requests  from  the  field  and  call,  by 
telephone,  the  appropriate  tow  operator,  giving  the  operator 
vehicle  and  location  information.  Scofflaw  tows  are  handled  6y 
the  PCO  in  the  Scofflaw  Abatement  Program  (SAP)  located  at  tips 
court.  They  perform  the  same  function  as  tow  dispatch  but  onl^r 
for  vehicles  towed  for  owing  fines  on  five  or  more  citations.  It 
is  important  to  note  that  although  the  functions  of  tow  dispatch 
and  SAP  dispatch  are  precisely  the  same,  they  are  performed  in 
two  physically  separated  units.  This  can  lead  to  an  unnecessary 
duplication  of  effort.  The  use  of  PCOs  on  tow  dispatch 
contributes  to  the  inefficient  use  of  parking  enforcement 
resources  since  the  PCOs  are  more  valuable  (patrolling  on  the 
street)  and  are  paid  more  than  justified  by  the  duties  they 
perform  while  at  a  dispatch  desk. 


7.5.2     Recommendations  ~ 

The  parking  enforcement  units  within  the  new  Traffic  and 
Parking  Commission  will  require  a  radio  system  to  facilitate 
operations.  Since  the  programs  will  no  longer  have  access  to  the 
Police  system  once  parking  enforcement  is  transferred  to  the  new 
Commission  and  to  ensure  a  dedicated  unit  to  support  all  parking 
and  traffic  management  programs,  we  recommend  that  a 
Communications  Section  be  created  within  the  Enforcement  Division 
of  the  Bureau  of  Parking  in  the  New  Traffic  and  Parking 
Commission. 


79 


Specific  recommendations  include: 


1.  ESTABLISH  A  COMMUNICATIONS  UNIT  WITHIN  THE  PARKING 
ENFORCEMENT  DIVISION  OF  THE  NEW  TRAFFIC  AND  PARKING 
COMMISSION 

The  Communications  Section  will  be  staffed  with  four 
dispatchers,  and  one  working  dispatch  supervisor  to  maintain 
a  four  frequency  system  during  a  twelve-hour  per  day 
operation.  We  suggest  hiring  two  clerks  to  support  the 
operation  by  logging  and  verifying  tow  and  scofflaw 
information,  data-entering  it  into  the  computer  system  as  it 
is  received  by  dispatchers.  The  clerks  should  also  monitor 
the  telephone  line  to  the  impound  lot. 

Allocating  dedicated  resources  in  this  way  will  free  up 
parking  enforcement  staff  (seven  PCOs)  for  field  patrol. 


2.       DEVELOP    FORMAL     STANDARD    OPERATING     PROCEDURES  AND 
PROVIDE  DISPATCHER  TRAINING  § 

To  ensure  a  consistent  level  of  service  to  all  radj^> 
users  in  the  Parking  and  Traffic  Commission,  standard 
operating  procedures  must  be  developed.  Dispatchers  should 
be  trained  in  the  use  of  the  radio  system  and  the  computer 
system  in  order  to  thoroughly  support  the  towing  and 
scofflaw  operation  and  other  enforcement  activities. 


3.  PURCHASE  AND  INSTALL  A  COMMUNICATIONS  SYSTEM  FOR  TOE 
EXCLUSIVE  USE  OF  THE  TRAFFIC  AND  PARKING  COMMISSION 

To  implement  the  system,   the  following  steps  should  be 
taken  and  equipment  purchased:  ^ 

o  Obtain  four  800  Mhz  frequencies  through  application  to 
the  FCC 

o        Purchase  four  base  stations. 

o  Purchase  125  portable  radios  to  outfit  PCOs  in  the 
field.  These  radios  should  be  used  solely  for  those 
officers  assigned  to  walking  beats.  Purchase  all 
related  equipment. 

o  Transfer  75  mobile  radios  (included  in  current  three- 
wheeled  vehicles)  from  the  Police  Department  for  use  by 
the  street  cleaning  detail  and  those  PCOs  assigned  to 
riding  routes.  Investigate  the  possibility  of 
retrofitting  these  radios  to  those  frequencies  for  the 
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new  program.  In  the  long  term,  consider  phasing  out 
(and  transferring)  mobile  unit  radios  and  replacing 
them  with  portable  units. 

o        Purchase    thirteen    portable    radio    chargers  (converta- 
coms)  for  use  in  supervisor  vans. 


4.       PROVIDE    ON-LINE    INTERFACE   BETWEEN    THE  COMMUNICATIONS 
CENTER  AND  THE  AUTOMATED  TICKET  PILE 

The  scofflaw  program  must  have  immediate  access  to 
current  ticket  history  data.  Field  crews  must  have  the 
capability  to  verify,  through  dispatchers  and  clerks,  the 
boot- el i gi b il i ty  status  of  vehicles  that  have  been 
identified  as  scofflaw.  Therefore,  two  CRTs  should  be 
installed  in  the  radio  control  room  and  connected  to  the 
parking  ticket  processing  computer  system. 
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8.0  PROCESSING,    COLLECTIONS,    AND  INFORMATION  SERVICES 


The  effective  and  modern  management  of  any  business  or 
governmental  operation  requires  timely  and  accurate  information. 
The  best  approach  to  meeting  these  two  objectives  is  to  develop  a 
computerized  management  information  system  (MIS).  Management 
decisions  in  traffic  and  parking  require  technical  analysis  which 
are  based  upon  large  amounts  of  data  and  statistics.  An 
integrated  computerized  information  system  can  provide  the 
foundation  for  a  well-run,  efficient  program.  An  MIS  ideally 
should  provide  EDP  support  for  all  the  components  of  parking  and 
traffic  management  from  planning  and  data  gathering,  through 
analysis  and  generating  information  for  management  to  provide 
them  with  insights  into  how  the  program  is  running. 

Among  the  multiple  functions  performed  in  the  management  of 
parking  and  traffic,   the  processing  and  collection  of  parking 
tickets  is  a  crucial   component  which  needs  to  be  automated.  The" 
high  volumes  of  tickets  and  transactions  coupled  with  the  City's, 
judicial  and  financial  responsibility  demand  a  modern,  efficient 
data    processing    system.      The    danger    of    solving  processing 
problems  by  adding  clerical   staff  is  real   and  costly.  ThiC 
solution  provides   short-term   relief  while  degrading  overalji 
performance. 


8.1  EVALUATION 

From  our  analysis,  we  found  San  Francisco  to  have  a 
sophisticated  parking  ticket  processing  system  run  by  the  Clerk 
of  the  Municipal  Court.  This  system  provides  a  good  level  of^ 
service  and  meets  the  specific  needs  of  the  Court.  In  the 
broader  context  of  traffic  and  parking  management,  the  City- 
provides  automated  support  for  only  certain  functions  and  fails, 
to  integrate  these  subsystems  together.  ~m 

The  remainder  of  this  subsection  discusses  our  findings  and 
evaluation.  This  subsection  discusses  three  aspects  of 
information  services:  1)  parking  citation  processing,  2)  parking 
citation  collection,  and  3)  support  of  other  functions. 


Parking  Citation  Processing 

The  processing  of  all  traffic  and  parking  citations  issued 
in  San  Francisco  is  done  by  the  Clerk  of  the  Municipal  Court. 
Except  for  lockbox  services,  all  functions  are  provided  by  a  City 
staff  of  89  persons.  Overall,  the  Court  owned  computer  system 
does  provide  a  good  level  of  service  on  its  dedicated  IBM  43  00 
series  mainframe  computer.  The  software  was  developed  primarily 
using  in- house  resources.     An  outside  independent  consultant  was 
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used  to  develop  the  software  for  their  newly  implemented  on-line 
cashiering  subsystem.  While  most  software  maintenance  and 
development  is  done  by  the  in- house  programmer,  maintenance  of 
the  on-line  cashiering  subsystem  is  provided  by  the  independent 
consultant.  The  situation  leaves  this  critical  area  somewhat 
vulnerable. 

Data  entry  is  performed  on-line  with  appropriate  data 
checks,  but  independent  data  verification  as  normally 
incorporated  in  a  data  entry  operation  is  not  done. 

The  system  contains  a  good  security  subsystem  which 
controls  access  to  specific  subsystem  and  functions  using 
passwords.  However,  there  is  no  one  person  assigned  to  maintain 
security  nor  are  there  formal  security  procedures. 


Parking  Citation  Collection 

The  collection  of  parking  citations  is  performed  by  the^ 
Clerk  of  the  Municipal  Court.  Walk-up  payments  are  made  at  thef 
Hall  of  Justice.  City  staff  accept  payments  and  answer  citizegV 
requests  for  information.  Mail-in  payments  are  handled  by  ijj 
local  bank  through  a  lockbox  operation.  Jf 

One  of  the  major  functions  provided  by  the  Court  is  the 
issuance  of  delinquent  notices  to  vehicle  owners  who  have  not 
paid  their  parking  tickets.  Currently,  a  "courtesy  notice"  is 
sent  after  fifteen  days.  This  notice  carries  no  fine  and  is  just 
a  reminder  to  the  violator  to  pay  his/her  fine.  Most 
jurisdictions  charge  late  penalties  at  the  first  notice.  The 
percentage  of  citations  for  which  courtesy  notices  have  been  sent 
has  risen  from  46%  in  19  83  to  60%  in  19  85.  ££- 

The  second  notice  is  a  legal  notice  which  carries  a  three 
dollar  processing  fee.  This  notice  is  sent  60  to  90  days  aftef 
the  citation  is  issued.  The  percentage  of  citations  for  which  a 
legal  notice  has  been  sent  has  risen  from  3  4%  in  19  83  to  46%  in 
1985. 

If  the  citation  still  remains  unpaid,  the  vehicle  in 
question  has  its  state  DMV  registration  renewal  placed  on  hold 
and  an  additional  $12  fee  is  added.  This  happens  between  16  5  and 
180  days  after  the  citation  is  issued.  The  DMV  now  charges  each 
jurisdiction  one  dollar  for  each  vehicle  registration  placed  on 
hold.  The  percentage  of  citations  which  result  in  a  DMV  hold  has 
risen  to  26%  in  1985  from  22%  in  19  83. 

There  are  three  areas  where  the  Court  fails  to  provide 
sufficient  service.  The  first  is  out-of-state  collections. 
Approximately  8%  of  all  tickets  (up  to  200,000  annually)  are 
issued  to  vehicles  with  out-of-state  plates.     Only  25%  of  these 
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citations  are  paid.  The  Court  does  not  attempt  to  send  follow-up 
notices  to  any  of  these  violators.  Experience  in  other 
California  cities  indicates  that  between  25  and  35%  of  all 
violators  sent  notices  will  pay  their  outstanding  tickets. 

The  second  area  is  in  the  processing  of  fleet  and  rental 
vehicle  violations.  The  centralized  billing  of  fleet  vehicles 
reduces  City  paperwork  and  increases  collections  from  this  group 
of  violators.  Because  rented  vehicles  receive  citations  when 
different  drivers  are  in  possession  of  the  vehicle,  the 
determination  of  responsibility  for  individual  citations  is 
difficult.  Other  jurisdictions  have  reached  agreements  with 
rental  companies  to  obtain  the  names  and  addresses  of  the  leasees 
so  that  collection  notices  can  be  sent  to  the  responsible  party. 
These  two  specialized  collection  efforts  also  increase  revenue  to 
the  City. 

The  last  area  where  the  Court  does  not  follow-up  with  an 
additional  collection  effort  could  be  called  "California^ 
backlog."  These  are  citations  issued  to  vehicles  from  California^ 
which,  for  a  variety  of  reasons  (i.e.,  unpaid  after  DMV  hold)?: 
remain  unclosed  on  the  court  records.  While  this  group  ot- 
citations  does  not  represent  extremely  fertile  territory  fog 
collection  efforts,  many  jurisdictions  have  turned  over  debt  likg 
this  to  private  collection  firms  and  have  had  good  success. 

While  annual  revenue  from  parking  citations  has  remained 
relatively  even  at  between  $20.7  and  $21.3  million  for  the  last 
three  fiscal  years,  the  overall  collection  rate  as  measured  by 
the  ratio  of  revenue  collected  to  potential  revenue  has  fallen 
from  79%  in  fiscal  year  1983  to  65.9%  in  fiscal  year  1984. 
Experience  in  other  California  cities  shows  this  rate  to  be  below^ 
standard.  For  example,  nearby  Santa  Clara  County  has  ar 
collection  rate  of  88%. 

There  are  several   factors  which  contribute  to  this  below-^ 
average  collection  rate.     These  include:  ~ 

o       No  active  scoff  law  program. 

o       No  out-of-state  collection  program. 

o       No  special  fleet/ rental  vehicle  program. 

o       Low  delinquent  penalty  structure. 

o        Slow  noticing  cycle. 

As  discussed  in  Section  7.2,  the  City  only  impounds  a 
limited  number  of  vehicles  which  have  excessive  parking 
violations.  If  a  violator  does  not  expect  to  be  held  responsible 
for  his/her  tickets,  the  ticket  will  not  be  paid.  The  growing 
scoff  law  population  is  a  key  indicator  of  this  worsening  problem. 
Our  recommendations  for  reviving  the  program  are  found  in  Chapter 
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7.2 


Because  the  City  does  not  have  a  collection  program  which 
addresses  out-of-state,  fleet  and  rental  vehicle  violators  it 
forgoes  several  additional  opportunities  to  ensure  a  higher 
collection  rate.  It  is  estimated  that  the  City  could  collect  up 
to  $600,000  annually  in  net  revenue  from  simply  sending  notices 
to  out-of-state  violators.  Experience  in  Washington  D.C,  which 
agressively  pursues  payment  from  out-of-state  violatores,  has 
shown  no  negative  impact  on  tourists. 

The  penalty  structure  in  San  Francisco  is  low  in  comparison 
to  other  California  jurisdictions.  If  there  is  not  a  penalty 
associated  with  the  late  payment  of  a  citation,  there  is  little 
incentive  to  pay.  It  could  be  up  to  90  days  until  a  violator 
receives  a  legal  notice  with  its  small  penalty  of  $3.00. 

Compounding  the  effect  of  the  low  penalty  structure  is  the 
noticing  cycle.  While  the  courtesy  notice  is  a  timely  one,  the 
legal  notice  at  up  to  90  days  and  the  use  of  DMV  hold  at  up  ta 
180  days  reduce  the  pressure  on  the  violator  to  settle  his/her: 
outstanding  citations.  % 

While  the  Court's  hardware  and  software  efforts  are  verg 
good,   they  are  not  in  the  enforcement  business.     The  Court's  role 
is   to   administer   justice.      Accordingly,      opportunities  for 
addressing  specific   collection    problems   or   increasing  specific 
enforcement  tactics  are  not  always  pursued  aggressively. 


Support  of  Other  Functions 


Because    of    the   relationship  among  various    parking  ancF 
traffic  functions,     operations    are    improved    if    the  various" 
functions  can  share  the  same  information  and  databases.  The: 
clearest  example   of   this  is   in   the   parking  enforcement  anS 
collections  areas  where  the   relationship  among  ticket  writingr 
towing,     scofflaw    impoundment    and    collections    is  tightly, 
interwoven.      The  Court  does  support  the  enforcement  efforts  of 
the  Police.     Some  data  and  management  reports  concerning  the 
ticket  writing  operation  are  generated.     However,  the  lack  of 
analytical  support  in  the  Police  Department  limits  their  use. 
The  Court  receives  little  feedback  on  the  usefulness  of  the 
ticket  writing  operation. 

The  current  processing  system  has  most  of  the  capabilities 
required  to  support  an  effective  scofflaw  program.  The  key  piece 
is  the  ability  to  update  the  payment  status  of  violations  on  a 
real  time  basis.  This  allows  the  scofflaw  crews  to  verify  the 
status  of  a  vehicle  before  it  is  impounded  and  not  impound 
vehicles  which  have  paid  their  tickets.  The  second  piece  is  a 
list  of  license  plates  which  meet  the  scofflaw  criteria.  The 
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crews  use  the  scofflaw  list  to  search  the  street  for  multiple 
offenders.  While  the  current  procedures  do  not  use  this 
approach,  the  current  system  could  easily  generate  this  list. 
The  only  component  missing  from  a  complete  subsystem  would  be  an 
on-line  impounded  vehicle  inventory. 

Regulatory  functions  are  only  supported  in  a  few  areas.  The 
Sign  Shop  in  the  DPW  Traffic  Engineering  Division  developed  its 
own  internal  computer  system  which  tracks  new  regulations  and 
generates  sign  shop  work  orders.  Additional  efforts  have  been 
made  to  complete  an  inventory  of  crucial  traffic  regulations 
(i.e.  stop,  one-way  and  do-not-enter  signs).  This  project  has 
been  underway  for  three  years  and  is  90%  complete. 

The  residential  permit  parking  program  is  supported  by 
computer  software  developed  by  the  Controller's  Office.  As 
discussed  in  Section  5.4,  this  software  provides  minimal  support 
on  the  City1  s  financial  computer  system.  This  program  only 
tracks  permit  issuance  and  renewal  and  does  not  interface  with 
other  systems. 

Other  regulatory  functions  are  managed  using  manual  methods^ 
The  curb  painting  program  which  was  recently  transferred  from  th<r 
Police  Department  to  the  DPW  Traffic  Engineering  Division  cam& 
complete  with  thousands  of  index  cards.  The  entire  tracking  ancT 
billing  system  is  manual. 

The  Department  of  Electricity  maintains  a  complete  record  of 
all  maintenance  activity  required  for  traffic  signals.  These 
records  are  required  to  limit  the  City's  liability  due  to  traffic 
signal  malfunctions.  If  they  were  automated,  the  records  would 
easily  yield  information  of  personnel  productivity,  trends  in 
equipment  failure  and  other  data  which  would  lead  to  improved 
operations. 

The  same  situation  exists  for  parking  meters.     While  manuaF 
records  are  maintained,    the  lack  of   automation   plus  the 
fragmentation  of   responsibility  make  the  management  of  the  meter 
program  difficult.     A  comprehensive  meter  software  package  would 
provide   the  ability   to  track  meter  location,    repair  status, 
maintenance  history,    collections,    key  control,    productivity  and 
revenue. 

By  not  adequately  supporting  traffic  and  parking  functions 
with  the  proper  automated  management  information  systems,  the 
City  does  not  provide  its  managers  with  the  tools  needed  to 
properly  manage  and  control  the  street  space.  The  result  is  that 
the  City  does  not  get  the  most  from  its  street  space. 
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8.2  RECOMMENDATIONS 


The  City  has  several  of  the  key  components  required  to 
effectively  support  its  traffic  and  parking  functions.  The 
current  ticket  processing  system  managed  by  the  Municipal  Court 
provides  very  good  service  which  can  easily  be  improved  through 
some  limited  procedural  changes  and  outside  vendor  support.  The 
staged  design  and  implementation  of  additional  computer 
subsystems  to  support  the  regulatory  functions  would  further 
improve  operations. 

A  summary  of  our  findings  is  shown  in  Exhibit  8-1.  The 
exhibit  also  presents  our  recommendations,   shown  below: 

1.       ADD  LATE  PENALTY  CHARGE 

If  a  citation  is  not  paid  after  60  daysf  a  $10  penalty 
for  late  payment  should  be  added  to  the  fine.  This  will 
encourage  the  earlier  settlement  of  citations. 


2.       REVISE  CURRENT  NOTICING  SCHEDULE  § 

The  current  noticing  schedule  allows  the  violator  tog 
much  time  before  he/she  is  notified  and  penalized  for  late 
payment.     The  noticing  schedule  should  be  changed  to  the 
following  four-step  procedure: 

o  First  Notice:  The  first  notice  should  be  the  legal 
notice  which  is  sent  15  days  after  the  citation  is 
issued  and  carry  the  current  $3  dollar  penalty. 

o  Second  Notice:  Additional  $10  penalty  is  assessed  as 
part  of  this  notice  which  is  sent  sixty  days  after- 
issuance. 

o       Thixd  Notice:     This  notice  would  inform   the  violator^ 
that   if  he/she   did  not   settle   the   citation  within, 
thirty  days,  his/her  state  vehicle  registration  will  be 
placed  on  hold.     This  notice  should  be  sent  ninety  days 
after  issuance  and  carry  the  additional  current  penalty 
of  $12. 

o  DMV  itald:  If  the  violator  did  not  pay  after  120  days, 
his/her  vehicle  would  be  placed  on  DMV  registration 
hold. 


3.       DEVELOP  OUT-OF-STATE   AND  CALIFORNIA  BACKLOG  COLLECTION 
PROGRAM 

The  City   should  seek  vendor  support  in  the  collection 
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of  unpaid  out-of-state  and  backlogged  California  citations 
through  a  competitive  selection  process.  In  developing  the 
requests  for  the  proposal,  the  City  should  seek  bids  to 
included  the  following  services: 

o       Obtain  name  and  address  of  each  violator 

o        Send  two  delinquent  notices 

o        Provide  forms  and  postage 

o        Provide  payment  processing 

o        Provide     staff     to     handle     telephone  and 
correspondence  concerning  citizens'  inquiries 

o        Provide  scoff  law  list. 

o        Provide    daily    and   weekly    revenue    and  disposition 
reports  and  analysis  — 


4.       DEVELOP  FLEET  AND  RENTAL  VEHICLE  COLLECTION  PROGRAM  | 

The  City  should  develop  a  fleet  and  rental  vehicle 
collection  program.  This  effort  would  include  the 
identification  of  corporate  fleet  vehicles  and  develop 
procedures  for  combined  billing.  Relationships  with  major 
rental  car  companies  should  be  established  to  determine  who 
was  renting  the  vehicle  when  the  citation  was  issued.  The 
City  should  consider  seeking  outside  vendor  assistance  on  a 
competitive  basis  to  either  develop  or  operate  this  program. 


5.       MODIFY  PROCESSING  PROCEDURES  ~ 

The  Court  should  change  some  of  their  current 
procedures  to  ensure  the  integrity  of  their  processing 
system.     These  changes  should  include: 

o       Verification   of    all    ticket    data   entered    into  the 
system 

o       Appointment  of  a  security  officer 
o        Development  of  security  procedures 


6.       ENSURE  LONG-TERM  VIABILITY  OF  PROCESSING  SYSTEM 

The  current  system  software  is  maintained  by  in-house 
staff  and  one  outside  independent  consultant.     The  Court  and 
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City  must  continually  be  cognizant  of  the  need  to  maintain 
and  keep  the  system  current  with  technology.  Periodic 
reviews  of  costs  and  operations  should  be  made  to  determine 
whether  the  operation  of  the  system  should  be  internal  or 
should  be  contracted  to  a  private  vendor. 

7.        DEVELOP  MIS/ COURT  LIAISON 

A  liaison  position  should  be  created  in  the  new  Traffic 
and  Parking  Commission,  Bureau  of  Parking,  to  define  systems 
requirements  and  provide  liaison  between  the  Bureau  and  the 
various  providers  of  software  services  to  the  Bureau. 


8.       REVISE  ENFORCEMENT  MANAGEMENT  INFORMATION  SYSTEM 

The  current  management  information  provided  by  the 
Court  on  policy  enforcement  will  require  modification  to 
meet  the  needs  of  the  Bureau  of  Parking  in  the  new  Traffic 
and  Parking  Commission.     The  new   reports  should  provide^ 
information  such  as:  - 

o       Ticket  issuance  by  beat,  by  badge,  by  day. 

o       Breakdowns  of  ticket  issuance  based  upon  peak  hours 
and/or  peak  days. 

Various  other  kinds  of  reports  can  also  be  designed  for 
specialized  purposes  that  the  Bureau  may  desire. 


9.       DEVELOP    INTEGRATED    REGULATION    MANAGEMENT  INFORMATION 
SYSTEM 

Each  component  of  the  traffic  and  parking  regulatory 
functions  require  some  level  of  automated  support? 
Specifications  should  be  developed  for  each  component  with 
the  long-term  goal  of  merging  each  piece  into  an  integrated 
system.  The  following  components  should  receive  higher 
priority : 

o        Traffic  signal  maintenance 

o        Parking  meter  program 

o        Residential  permit  parking  program 

o       Regulatory  sign  inventory  and  work  order  system 

o        Curb  painting  inventory  and  billing 
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9.0     PUBLIC  RELATIONS 


9.1  FINDINGS 

Community  support  is  a  key  component  in  a  successful  traffic 
and  parking  program.  In  most  cases,  a  community  will  not  support 
what  it  does  not  understand.  A  public  backlash  to  a  vigorous 
parking  enforcement  program  can  easily  occur  if  no  public 
information  has  been  disseminated.  Unfortunately,  San  Francisco 
has  already  experienced  such  negative  reaction. 

By  contrast,  if  a  city  has  a  good  public  education  campaign, 
it  can  generally  count  on  public  awareness  of  the  program,  public 
acceptance,   and,   ultimately,  public  support. 

The  Traffic  and  Parking  Commission  will,  upon  creation  by 
the  City,  be  the  agency  responsible  for  managing  and  operating 
the  new  program.  However,  its  "creation"  depends  solely  upoiv 
passage  of  the  Charter  Amendment--which  is  a  voter's  issueV 
Voters  must  be  informed.  If  the  public  does  not  understand  th^ 
amendment,  or  if  it  has  concerns  about  the  reason  for  forming  thg 
Traffic  and  Parking  Commission,  it  is  unlikely  to  vote  in  favo£ 
of  the  Amendment.  Worse,  the  public  could  react  with 
indif f  erence. 

Assuming  the  Amendment  is  passed  and  the  Commission  formed, 
the  public  then  needs  to  understand  Commission  functions,  the 
purpose  of  new  regulations,  and  the  need  for  enforcement. 

Historically,  San  Francisco  has  experienced  generally 
negative  public  opinion  toward  parking  regulations  and 
enforcement  issues.  There  has  also  been  much  negative  publicity- 
regarding  enforcement  efforts.  For  example,  articles  have 
appeared  in  the  press  on  the  lack  of  downtown  parking  spacesr 
high  parking  fines,  and  traffic  congestion  from  unenforcedr 
double  parked  vehicles.  _^ 

The  City  has  reacted  to  this  negative  public  opinion  with 
relaxed  enforcement.  In  1982,  a  citizen's  group  circulated  a 
petition  to  lower  parking  fines,  putting  pressure  on  San 
Francisco  Supervisors  to  vote  for  a  50%  reduction.  According  to  a 
front  page  story  in  the  San  Francisco  Chronicle,  the  vote  came  as 
"a  response  to  intense  public  pressure." 

Too  often,  the  benefits  of  a  well-managed  parking  program 
are  not  understood.  Transportation  and  parking  improvements,  such 
as  enhanced  traffic  flow,  increased  short-term  parking,  and 
overall  safety,  are  generally  not  thought  of  by  community  groups 
as  arising  from  a  context  of  enforcement. 
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For  example,  a  $50  fine  for  illegally  parking  in  a  crosswalk 
was  imposed  only  after  complaints  were  received  from  blind  and 
disabled  people.  Half  the  fine,  it  was  reported,  would  be  to 
"educate  this  City  about  what  it's  like  to  be  disabled  .  .  and 
try  to  lead  safe  lives." 


9.2  RECOMMENDATIONS 

Based  upon  the  above  issues,  we  recommend  a  three-fold 
public  education  campaign  designed  to  gain  support  and 
acceptance.  The  effort  should  be  consistent  and  the  message 
clear : 


1.  THE  CITY  SHOULD  BEGIN  A  PUBLIC  AWARENESS  CAMPAIGN  TO 
BUILD  POLITICAL  CONSTITUENCY  AND  VOTER  SUPPORT  TO 
ENSURE  PASSAGE  OF  THE  CHARTER  AMENDMENT. 

effective  in  consensus 


2.       A    PUBLIC   EDUCATION    CAMPAIGN    IN    SUPPORT   OF    THE  NEW 
TRAFFIC  AND  PARKING   COMMISSION  SHOULD  BE  INSTITUTED. 

This  should  describe  the  Commission's  functions,  the 
purpose  of  the  parking  regulations,  and  the  need  for 
enforcement. 


3.       A  BENEFITS   CAMPAIGN  SHOULD  BE  IMPLEMENTED  TO  ASSOCIATE 
ENFORCEMENT  WITH   POSITIVE  EVENTS  IN  THE  PUBLIC'S  MIND. 

This  would  serve  to  remind  the  public,  on  a  regular 
basis,  that  enforcement  can  and  does  result  in  positive 
events:  ticketing  and  towing  double-parkers,  for  example, 
allows  fire  trucks,  ambulances,  and  police  cars  to  speed 
through  downtown  traffic 

These  campaigns,  while  aimed  at  a  variety  of  public 
groups,  should  show  that  the  City  is  doing  something  in 
support  of  neighborhoods,  businesses,  and  community 
development. 

Some  of  the  target  audiences  may  include: 

o  Neighborhood  residents 

o  The  Downtown  business  community 

o  Political  leaders 

o  Community  groups 

o  Media 


This   campaign  would  also  be 
building  and  community  outreach. 
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The  above  list  is  by  no  means  inclusive.  Other  target 
audiences  will  be  identified  as  events  transpire  in  San 
Francisco  and  their  concerns  and  questions  then  should  be 
proactively  addressed.  It  should  also  be  remembered  that  one 
of  the  most  important  and  wide-ranging  audiences  for  a 
public  education  campaign  will  be  the  users  of  the 
transportation  system  --  the  drivers  who  want  to  find  a 
parking  space  for  their  vehicles.  Helping  those  people 
become  aware  of  the  benefits  of  the  new  parking  and  traffic 
management  program,  especially  the  benefits  of  more 
available  short-term  parking,  appropriately  used  loading 
zones,  and  smoother  traffic  flow,  will  make  a  major 
difference  in  public  acceptance  and  support  of  higher  levels 
of  parking  enforcement. 


4.       WE   RECOMMEND  USING    A  WIDE   RANGE  OF  TECHNIQUES    IN  A 
STRATEGIC    AND    COMPREHENSIVE    MANNER    TO    SUPPORT  ANBL 
ENHANCE  THE  PUBLIC  EDUCATION  CAMPAIGN 

The  following  methods  and  materials  are  examples  o£ 
techniques  that  can  be  used  in  a  far-reaching  public 
information  campaign: 

o  B rochures  can  explain  program  details  while  emphasizing 
important  messages.  We  recommend  developing  simple 
brochures  describing  the  functions  of  the  new 
Commission,  the  new  parking  regulations,  and  the 
benefits  of  a  parking  program. 

o  A  .P_u.bJ.i.c  sussing  £&X£xX±££JR£n£s.  (PSAs)  should  be 
prepared  for  the  print  and  electronic  media.  PSAs  are 
an  effective  and  inexpensive  way  to  inform  the  public, 
of  the  upcoming  changes  in  the  parking  environment. 

o       A  logo   that  exemplifies  the  importance  of   the  newr 
program   should  be  designed  for   the  new   Traffic  and 
Parking  Commission. 

o  A  speakers1  bureau  should  be  maintained,  so  that 
designated  spokespersons  can  appear  before  target 
audiences  on  a  consistent  basis. 


This  outreach  effort  is  critical  if  the  Commission  is  to 
build  and  maintain  constituencies  that  will  continue  to  support 
the  objectives  of  the  program.  We  believe  that  a  comprehensive 
public  education  effort  will  help  establish  the  Traffic  and 
Parking  Commission  as  a  provider  of  critical  services  to  the  City 
of  San  Francisco  and  help  gain  the  support  it  deserves. 
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10.0  ACTION  FLAN 


The  action  plan  in  Exhibit  10-1  illustrates  the  major  tasks 
which  must  be  accomplished  for  full  implementation  of  program 
improvements  and  changes.  The  Gantt  charts  serve  as  a  blueprint 
of  the  major  activities  required,  based  on  the  premise  that  all 
recommended  actions  are  adopted  as  proposed. 

The  initial  tasks,  outlined  under  project  administration, 
call  for  acceptance  of  this  final  report  and  City  approval  of  the 
implementation  schedule.  Upon  acceptance,  a  project  team  whose 
function  shall  be  to  shepherd  the  project  to  completion,  should 
be  created.  The  project  team  will  review  in  detail  each  activity 
presented,  refining  steps  as  required,  and  will  make  task  and 
deadline  assignments.  The  group  will  track  progress  on  the 
assigned  tasks  and  revise  the  overall  project  plan  as  necessary 
as  the  project  proceeds. 

Selecting  the  project  team  is  a  crucial  step.  This  groug 
will  carry  the  majority  of  the  responsibility  early  in  th& 
implementation  process  and  will  provide  hands-on  assistance 
during  a  variety  of  critical  steps  from  finalizing  the' 
organizational  structure,  to  recruiting  personnel  for  key 
positions,  to  developing  specifications  for  contracted  operations 
and  major  equipment  purchases. 

The  project   team   should  include   a  project   leader  for  each 
City  agency  affected  by  the  proposed  changes.   Following  the  task 
plan,    as  shown  in  the  Gantt  chart,    a  project  leader  would  be 
required   for    each    of    the   following    components:  traffic 
management;    on-street   parking  management;    parking  enforcement; 
and  off-street  parking  management.    It   should  be  noted  that  the 
schedules  require  timely,   or  in  some  cases  expedited,  purchasing 
procedures  and  a  number  of  personnel  actions  not  only  for  the- 
transfer  of  positions,    but  also  for  interim  appointments  and 
detailing  to  temporary  assignments.    In  order   to  support  the" 
project  team,    it  would  be  worthwhile  to  include  a  personnel  and  a 
purchasing  expert  as  team  members. 

The  action  plan  contains  seven  main  categories: 

o  Project  administration 

o  Early  action  items 

o  Charter  Amendment 

o  Personnel  actions 

o  Establishment  of  the  organization 

o  Public  relations 

o  Citation  processing  and  collection  activities 

Hie  early  action  items  can  be  implemented  without  any  of  the 
recommended  organizational   changes.    The  most  significant  is  the 
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enactment  of  a  new  City  Ordinance  to  prohibit  double-parking 
where  indicated  by  signs.  The  determination  of  which  streets 
should  be  posted  is  an  integral  part  of  the  review  of  existing 
regulations. 

However,  the  key  to  the  entire  plan  is  the  passage  of  the 
Charter  Amendment  required  to  create  the  Traffic  and  Parking 
Commission.  All  other  dates  except  for  the  early  action  items  are 
dependent  upon  this  event.  The  three  key  dates  for  this  action 
plan  are  as  follows: 


o        May    19,    1986  — last    day   to   introduce    a  Charter 
Amendment, 

o       November  4,    1986  — Amendment  appears  on  ballot  for 
voter  approval. 

o       July  1,    1987 — operations  of  new  Traffic  and  Parking  ^ 
Commission  begin. 


The  need  to  meet  the  Charter  Amendment  deadline  places  tim^ 
contraints    in    the    beginning    of    the    process.    However,  the 
remainder  of  the  action  plan  will  require  a  sustained  effort  but 
can  be  easily  done  within  a  reasonable  time  schedule. 
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11.0  PROJECTED  BENEFITS  AND  COSTS 


We  have  made  recommendations  in  the  previous  sections  that 
will  result  in  substantial  qualitative  and  quantitative  benefits 
for  the  City  of  San  Francisco.  Under  the  recommended  coordinated 
single- responsibil  ity  approach,  the  City  will  realize  significant 
improvements  in  the  delivery  of  traffic  and  parking  services. 
Improvements  in  on-street  conditions  such  as  greater  short-term 
parking  availability,  smoother  traffic  flow,  and  declines  in 
hazardous  parking  are  all  attainable  objectives  under  this  new 
appr  oach. 

Another  benefit  resulting  from  a  management  approach  which 
eliminates   duplication  of  activities  is   greater  operational 
efficiency.    The   improvements     recommended  in  this   report  will, 
generate  a    substantial    increase   in   revenues   through  better 
resource    utilization.    This   section   presents   our  revenue- 
projections  and  the  costs  associated  with  attaining  them.  ~." 


11.1  REVENUES  U 

The  improvements  in  the  meter  program  and  overall 
enforcement  and  collection  efforts  are  the  components  most 
responsible  for  the  projected  revenue  gains.  As  outlined  in 
Exhibit  11-1,  by  implementing  the  recommended  changes  in  the 
parking  meter  program,  _£an  Francisco  s&n  expect  ±fi  see  average 
annual  revenue  per  meter,  .which  today  As  $364 ,  increase  is  $460 
In  the  ULx&t  year  £±  the  new  program  2his  Mill  increase  overall 
revenues 

collected  ±xs2m  meters  Xtjpjd  $6.3  million  is  almost  £&  million  In 
Hiacal  Xzai  12J2. 

This  revenue  increase  can  be  expected  primarily  due  to  three 
improvements  in  the  meter  program:  1)  an  addition  of  1,700  new 
meters  2)  implementation  of  an  active  security  program  which  will 
reduce  the  potential  for  pilfering  and  theft  and  increase 
collected  revenues  by  5%;  and  3)  an  enhanced  parking  meter 
enforcement  effort  that  will  increase  issuance  to  more  than  four 
citations  monthly  on  each  meter  creating  a  10%  higher  rate  of 
compliance  at  all  meters.  As  the  program  matures  and  rates  become 
more  closely  tailored  to  actual  parking  conditions,  revenues  will 
increase  at  the  same  rate. 

We  anticipate  that,  by  increasing  the  number  of  PCOs  on  the 
street  (from  102  to  140)  and  also  by  raising  individual  PCO 
productivity  from  6  0  to  75  tickets  per  day,  Jthfi  City  sLSLn  expect 
.an  issuance  increase  sit  more  .than  600 .ooo  tickets,  translating  jto 
Qvej:  $5.3  .million  In  additional  revenue.   As  explained  in  the 
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Exhibit  11-1 


TRAFFIC  AND  PARKING  COMMISSION 
PATH  TO  INCREASED  ANNUAL  REVENUES 


Increase 
in  Revenue 

INSTITUTE  NEW  PARKING  PROGRAM  $1,6  90  ,000 

-  Reduce  meter  jamming  by  changing  automated  mechanism 

and  instituting  a  preventative  maintenance  program  ^ 

-  Institute  a  security  program 

-  Add  meters  to  the  program  (1,7  00  in  first  year)  W. 

-  Increase  meter  enforcement  from  2.5  to  4.3  citations 
per  meter  per  month  in  the  first  year 

INCREASE  TICKET  ISSUANCE  $5,308,000 

-  Field  all  allocated  POOs  (191  positions) 

-  Raise  regular  patrol  productivity  to  75  tickets  per 
PCO  per  day 

INCREASE  IN  PENALTY  STRUCTURE  $4,375,00lS 

-  Add  $10  penalty  to  all  tickets  unpaid  after  6  0  days 

INCREASE  COLLECTION  EFFORTS  $2,927,000 

-  Inrease  in  collection  rate  by  5%  due  to  stepped  up 
enforcement  including  booting 

-  Send  payment  notice  to  out-of-state  parking 
viol  ator  s 

-  Increase  efforts  to  improve  collection 
of  unpaid  accounts 


NEW  REVENUE  (in  first  18  months  of  program)  $14,300,000 

CURRENT  REVENUE  $26,997  ,000 


TOTAL  REVENUES  $41,297  ,000 


a     t\i  /"*r>  choc  c  *5  a 


ticket  writing  section  of  this  report  (Section  7.1),  we  recommend 
that  San  Francisco  build  its  enforcement  staff,  over  time,  to  a 
level  of  275  PCOs.  At  that  time,  City  issuance  levels  should 
exceed  four  million  tickets,  a  level  that  we  feel  is  necessary  to 
ensure  adquate  compliance  with  City  parking  regulations.  Revenue 
generated  from  this  ticket  base  should  reach  $40  million,  $13.4 
million  more  than  the  new  program's  first  year's  gross  of  $26.7 
mill  ion. 

As  an  additional  enforcement  component,  we  recommend  adding 
a  $10  penalty  to  those  tickets  that  have  not  been  paid  or 
adjudicated  by  6  0  days  after  issuance.  Not  only  does  this  help  to 
create  an  incentive  for  violators  to  satisfy  their  obligations  in 
a  timely  manner,  but  it  can  also  add  substantial  revenues  to  the 
general  fund.  At  Ihs  current  xaie  si  issuance  (2.5  million  jslsjl 
yearly  jfchJLs  ilsm  .penalty  -Structure  can  generate  jD_oxe  ±_ha_n  $4.3 
million  In  additional  revenue. 

The  rate  of   tickets  that  are  paid  (collection  rate)  can  be^ 
increased  through  various  means.  Strengthened  enforcement  efforts 
such  as  aggressive  towing  and  booting  help  create  the  perception; 
that  the  City  is   "more   serious"  about  managing  its  streets. 
have  seen  collection  rate  increases  of  over  10%  in  similar  cities^ 
solely  based  upon  these  efforts,  in  .Sail  Francisco,  increasing 
these  enforcement  techniques  intelligently  can  help  generate _s  5A 
increase  In  the  collection  rater  adding  iip  jto.  over  JLL  million  In 

revenue  that  previously  went  uncollected. 

Finally,  through  cons  istent  noticing  jq£  out-of-state  _ajld 
backlog  offenders,  the  city  can  expect  .a  healthy  revenue  increase 
U-f  JBuojLfi  ^iiau  $18  mill  ion.  It  has  been  our  experience  that 
targeting  out-of-state  and  backlog  populations  aggressively  with; 
collection  efforts  proves  more  than  worthwhile.  Many  offenders  in 
these  categories  are  often  surprised  to  discover,  upon  receiving 
a  notice,  that  the  City  has  made  the  effort  to  seek  them  out  andr 
as  a  result,   the  return  is  usually  quite  good. 

These  strategies  are  all  components  of  a  well-managed 
transportation  and  parking  management  program  that  is  designed  to 
facilitate  positive  qualitative  benefits.  While  providing 
responsive  transportation  services  to  its  citizens,  the  City  of 
San  Francisco  can  increase  revenues  by  over  $14  million.  This 
adds  up  to  a  "win- win"  proposition  that  benefits  both  residents 
and  businesses  in  the  City  as  well  as  City  government. 


11.2  COSTS 

The  implementation  of  this  program  will  require  an 
investment  by  the  City.  However,  this  cost  will  be  easily 
recovered  by  the  City  within  the  first  year  of  operation.  We 
anticipate  the  additional  cost  to  the  City  of   implementing  a 
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comprehensive  transportation  management  system  to  be 
approximately  $2.97  million.  The  organization  of  these  functions 
into  a  restructured  Traffic  and  Parking  Commission  can  be 
accomplished  with  only  14  additional  employees. 

The  Commission  will  consist  of  334  positions  that  will  cost 
an  additional  $1.4  million  dollars  over  and  above  the  existing 
cost  of  these  positions.  Of  this  total,  only  $194,000  is 
allocated  to  fund  new  positions.  The  majority  of  these  costs, 
$1.2  million,  is  slotted  to  pay  for  filling  already  approved 
positions  that  are  presently  unfilled.  The  bulk  of  these 
vacancies  exist  in  the  PCO  group  and  equal  approximately  $800,000 
in  additional  costs  (needed  to  fill  33  positions).  The  remainder 
of  the  positions  that  we  recommend  staffing  are  Traffic  Engineer 
vacancies.  Once  staffed,  these  Engineers  will  fill  transportation 
and  parking  planning  functions  for  the  new  Commission, 

The  rest  of  the  additional  costs  are  associated  with  the 
capital  needs  of  the  new  organization.  't 

Capital  costs  total  $1.35  million  and  are  largely  first-year 
costs  only.    Exhibit  11-2  outlines  the  cost  distribution  over  the" 
six  major  categories. 

The  three  major  cost  contributors  are  the  acquisition  of  new 
facilities,  the  purchase  of  new  vehicles,  and  the  purchase  of  new 
radios.   These  three  components  total  just  over  $1  million. 

The  largest  expense  is  the  purchase  of  a  radio  system  to 
support  enforcement  personnel.  Portable  radios  are  necessary  to 
outfit  124  PCOs  and  supervisors.  This  expense,  $310,000,  while 
essential  for  smooth  operation,  also  represents  a  sound 
investment  toward  increasing  productivity. 

New  vehicles  must  be  purchased  to  guarantee  effective  use  of 
personnel  in  ticket  writing,  scoff  law,  and  meter  operations.  This 
is  necessary  for  meter  maintenance  staff  to  effectively  patrol 
routes,  PCO  supervisors  to  support  officers  on  walking  beats,  and 
scoff  law  specialists  to  patrol     and  boot  habitual  violators. 

As  discussed  in  the  meter  program  section  of  this  report,  we 
recommend  changing  out  all  6,300  automated  parking  meter 
mechanisms  because  they  are  a  main  contributor  to  the  City's 
meter  jamming  problem.  Because  of  the  size  of  the  effort  (and 
because  of  other  first  year  priorities),  we  propose  purchasing 
one-third  this  number  the  first  year  at  a  cost  of  $16  8,000.  The 
entire  change-out  should  occur  over  the  next  three  years. 


11.3  NET  INCREMENTAL  REVENUES 

Currently,    the  City  of  San  Francisco  receives  approximately 
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Exhibit  11-2 
NEW   PROGRAM  COSTS 

STAFF  COSTS 

-  Funding  of  unfilled  vacancies  $1,215,000 

-  Creation  of  new  positions   (14)  $320,000 

-  Reclassification  of  existing  positions  $83  ,000 

Total  Staff  Costs  $1,618,000 

CAPTIAL  COSTS 

.       -  Facilities  $350,000 

-  New  meter  mechanisms  $16  8,000 

-  Meter  security  and  maintenance  $32,0^50 

-  New  vehicles  $311, oSo 

-  Radios  and  comunication  equipment  $376, 0150 

-  Equipment  and  supplies  $117,000 
i  —  

Total  Capital  Costs  $1,354,000 

■ 

I 

■ 

TOTAL  PROJECTED  INCREASE  IN  COSTS  $2,972,000 


$27   million  in  revenue  from   the  operation  of   its  traffic  and 

parking  systems.  By  consolidating  these  functions,  the  City  can 
earn  over   $41   million  in  the  first  year   of   the  program,  an 

increase  of   $14.3  million.    The  additional    costs  of   this  new 

program    are    expected   to    reach    $2.97    million    initially  and 

gradually   will    decrease   as    capital    costs    diminish.  The 

incremental  cost-revenue  ratio  associated  with  these  figures  is  a 
healthy  1   to  4.8. 
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APPENDIX  A 
PEOPLE   INTERVIEWED  DURING  EVALUATION 


APPENDIX  A:     PEOPLE  INTERVIEWED  DO RING  EVALUATION 


BOARD  OF  SUPERVISORS 


Bill  Maher 

Carol  Ruth  Silver 

CITY  AGENCIES 


0        Department  of  Public  Works 

Donald  Birrer,  Director 

Richard  J.  Evans,  Deputy  Director  for  Operations 
Vitaly  B.  Troyan,  Chief  Bureau  of  Engineering 
Norman  Gray,  Acting  Chief,  Division  of  Traffic 
Nelson  Wong,  Division  of  Traffic 

o        Department  of  Electricity 

Jules  Beckley,  General  Manager 

Ben  Canellos,  Radio/Communications  Section 

Ben  Beckman,  Mechanical  Section 

Bill  Windroff,  Electrical  Division 

Roy  Abinante,  Shop  Machinist 

Joe  Cor  bin;  Supervisor,  Meter  Repairers 

o        Parking  Authority 

Ray  King,  Executive  Director 

o       Redevelopment  Agency 

Erwin  R.  Tanjuaquio,  Planner,  Planning,  Housing 
and  Programming 

o        CLerk  of  the  Municipal  Court 

IXfight  Clark,  Chief  Clerk 
Robert  E.   Curl,  Chief  Deputy  Clerk 
Gordon  Park-Li,  Chief  Deputy  CLerk 
Gary  Taulbee,  Systems  Coordinator 


o        Police  Department 


Frank  Jordan,  Chief 

Cornelius  Murphy,  Former  Chief 

George  Eimil,  Former  Deputy  Chief  of  Field 
Operations 

Vincent  J.   Senator e;  Captain,  Traffic  Bureau 

John  Newlin,  Lieutenant  Traffic  Survey 

Fred  Pardella,  Sergeant,  Traffic  Survey 

Lt.  Hunter,    Lieutenant,     Parking    and  Traffic 

Control 

Ed  Pryal,  Sergeant,  Parking  and  Traffic  Control 
Sgt.  Doherty,  Parking  and  Traffic  Control 
Dan  Martin,  Accountant  ^ 
Jim  Larsen,  Accountant 

o        Airports  Commission  -j\ 
Oscar  Cabangis,  Airport  Garage  Manager  g 

o        Department  of  City  Planning 
Dean  Marcris,  Director 

Chi-Hsin  Shao,  Transportation  Section  Head 
Robin  Jones,  Neighborhood  Commercial  District 
Gerald   Robbins,     Transit    Preferential  Streets 
Coordinator 

Calvin  Mai  one,  Capitol  Planning 
o  Controller 

Fred  Arredondo,  EDP  Review  Committee  Chair 

o        Office  of  the  Mayor 

Chuck  Forester 
Alan  Lubliner 

o       Tax  Collector 

Thad  Brown,  Tax  Collector 
Richard  Sullivan,  Assistant 
Lee  Poteet,  Supervisor 

Maggie  Ortelle,  former  License  Division  Supervisor 
Francis  Nguyen,  License  Division,  Supervisor 
Sam  Jeung,  Meter  Contract  Monitor 
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Port  Commission 

Eugene  Gartland,   Executive  Director 
Randy  Rossi,  Planning 

Ronald  Stone,  Director,  Maritime  Affairs 
Jack  Conard,  Director,  Commercial  Affairs 
Dorothy  Schimke,  Director,  Commercial  Property 
Charles  Bevian,  Parking  Meter  Repair 

Public  Utilities  Commission 

Rudy  Nothenburg,  General  Manager 
Doug  Wright 

Peter  Straus,  Director  of  Planning 

Debra  King,  Transit  Planner 

Luther  Freeman,  Assist  Planning  Manager 

Real  Estate  Department 

Wallace  Wortman,  Director  of  Property 
Recreation  and  Parks  Department 

Ernest  Pr indie,  Finance  Director 
Private  Sector  Organizations 

Chamber  of  Commerce 

=  Richard  Morten,  Associate  Director,  Planni 
=        Robert  Rhine,  Research  Analyst 

District  Council  of  Merchants 

=        Bruce  Lilienthal,  President 

RIDES 

=        Charna  Staten,  Executive  Director 
SPUR 

Mike  McGill 
Downtown  Association 
=       Lee  Dol son 

Fisherman1  s  Wharf 1  s  Merchant  Council 
Chris  Martin 
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APPENDIX  B 

RECOMMENDED  ORGANIZATIONAL  STRUCTURE 
AND  STAFFING   LEVEL  FOR 
TRAFFIC  AND  PARKING  COMMISSION 
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APPENDIX  C 


ORIGIN  OF  TRAFFIC  AND  PARKING  COMMISSIONS 
STAFF  POSITIONS 


EXHIBIT  C-l:   POSITION  TRANSFERS 


i 

POSITION 

ORIG  IN 

1 

GENERAL  MANAGER 

1 

TE  Vacancy 

1 

1 

Exec.  Secretary 

1 

DOE  Admin 

5 

2 

SUBTOTAL 

2 

1 

TRAFFIC  BUREAU  CHIEF 

1 

TE  Division  Chief 
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1 

Exec.  Secretary 

1 

TE  Clerk 
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Laborers 
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SUBTOTAL 


EXHIBIT  C-l:    POSITION  TRANSFERS 


#  POSITION 

1  PARKING  BUREAU  CHIEF 

1  MIS  Liaison 

1  Clerk 


ORIG  IN 
1  DOE  General  Mgr 
1  DOE  Principal  Account 
1  DOE  Admin 


2 
2 
5 


SUBTOTAL 
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1 
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t 


EXHIBIT  Ol:   POSITION  TRANSFERS 


POSITION 
1   OFF-STREET  DIV  CHIEF 

1  Parking  Analyst 

2  Clerks 


1  PA 

1  PA 

2  PA 


ORIGIN 
Di  rector 
Assit  Director 


5 
5 
5 


SUBTOTAL 


334 


TOTAL 


334 


NOTES 


1:  Vacancy 

2:  Reclassification 

3:  Promotion 

4:  New  Hire 

5:  Transfer 
TE:  Traffic  Engineering  Division 
SS:  Sign  Shop 

DOE:  Department  of  Electricity 

SM:  Signal  Maintenance 

PM:  Parking  Meter  Program 

RPP:  Residential  Permit  Parking  Program 

PCO:  Parking  Control  Officers 

PA:  Parking  Authority 


Total 

42 
24 
21 
14 

233 


APPENDIX  D 
ESTIMATED  CAPITAL  COSTS 


Appendix  D 
ESTIMATED  CAPITAL  COSTS 


Fun  ct  i  on  Co  st 

Bureau  _qJ  Traffic  $  0 

£iir_£au  £±  Parking  $    120  ,000 

o        Administration  0 

o        Regulations  Analysis  0 

o        Residential  Permit  Parking  0 

o        Parking  Meter  Program  ~          $    304  ,000 

o        Ticket  Writing  Program  $  400,600 

o        Towing  0 

o        Scoff  law  Program  $  97,800 

o        Communications  $     431,5  89 

o        Off-Street  Parking  0 


TOTAL  $1  ,353  ,989 

SAN  FRANCISCO  CAPITAL  COSTS  DETAIL 

Agency  Cost  Total  Cost 

Bureau  _Q_f  Traffic 

o        PI anni  ng  0 
(absorbed  in  administrative 
costs) 

o        Operations  0 
(absorbed  in  administrative 
costs) 

o        Signs,   Signals,  Markings  0 
(straight  transfer) 


Bureau  o£  Parking 


Admini  str ation 

Facilities  Renovation*  $  100,000 
Equipment  and  Furniture  20,000 
(copiers,  typewriters,  etc.) 


$  120,000 

Assume  minimum  renovation  work  of  existing  City  office  building, 


SAN  FRANCISCO  CAPITAL  COSTS  DETAIL  (Cont'd.) 

Agency  Cost  Total  Cost 

Regulations  Analysis 

Facilities  0 
(absorbed  in  administrative 
costs) 

Equipment  and  Furniture  0 
(absorbed  in  administrative 
costs) 


Residential  Permit  Parking 

Facilities  0 
Equipment  and  Furniture  0 


Parking  Meter  Program 

New  Mechanisms  $    16  8,000 

(2100  @$80.00)# 

Maintenance  Equipment  25,000 
Security  (safe,  supplies)  6,000 
Vehicles  (7  vans  @$15,000)  105,000 
Radios  0 
(transferred  from  existing 
operation) 


Ticket  Writing  Program 

Ticket  Counting  Machine  $  5,000 
Radios  (incorporated  0 
in  common  budget) 

Uniforms  (increase  allow-  9,600 

ance  $50/PCO) 

Vehicles 

=  vans  *       (13  @$12,000)  156,000 
=  three  wheelers  0 
(75  from  Police  to  phase 
out  over  time) 
Parking  Citations  30,000 
(600,000  @$0.05) 

Facilities  200,000 
(locker  and  assembly  room) 


$  304,000 


$  400,600 


#  Phase  in  conversion  of  6  ,300  automated  mechanisms  to  manual 
over  three  years. 

*  Van  driven  by  Supervisor  to  transport  104  PCOs  to  walking 
beats. 


SAN  FRANCISCO  CAPITAL  COSTS  DETAIL  (Cont'd.) 

Agency  Cost  Total  Cost 

Communi  ca  tions 

Base  stations  $  20,000 

(4  @$5,000) 

Facility  50  ,000 

Office  Equipment  and  5,000 
Furni  tur e 

Communications  Equipment 

=     Portable  radios  #  310,000 

(124  @$2,500) 
=    Batteries  (124  @$100)  12,400 
=    Battery  chargers  8,799 

(21  in  banks  of  six 
@$419) 

=    Portable  chargers  in  6,890 

vans  (13  @$530) 
=    Mobile  radios  (73  with  0 

(vehicles  transferred 
from  Police  Department) 
=    Mobile  radios  for  Booting  8,500 

vans  (5  @$1,700) 
=    Related  hilltop  equipment  10,000 

(antennae,  receivers)  * 


Towing 

Contract  out  to  0 
tow  service  at  no  cost 

Scofflaw  Program 

Boots   (150  @$300)  $  45,000 

Tools   (Airtanks,  etc.)  1,000 

Uniforms  (9  @$200)  1,800 

Vehicles  (5  @$10,000)  50,000 

Radios  (in  communi  ca-  0 
tions  budget) 

Facilities  (in  ticket  0 
writing  budget) 


Off-Street  Parking 

Facilities  0 
(in  administration  budget) 
Equipment  and  Furniture  0 
(in  administration  budget) 


$     431,5  89 


97,800 


#  Outfit  all  walking  PCOs  and  Supervisors  with  portable  radios. 

*  Utilize  existing  City  transmitting  sites  and  facilities. 
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